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ABSTRACT
This case study provides an in-depth investigation and
analysis of the implementation of a "differentiated staffing"
pattern. The total differentiated staffing innovation includ
within its concept a number of sub-innovations, the most
significant being the establishment of learning coordinators
to manage change, teacher/counselors
,
and para-professionals
to facilitate instruction. Implementation of the innovation
began in 19&9 and ran until the end of the 1972-73 school
year.
The central purpose of this case study was to document
the implementation of a major educational innovation which
could be shared with other educational systems aspiring to
change* Also, vhe study was a contribution to the sparse
data available concerning the implementation of educational
innovations. V/ithin the central purpose the study will focus
on the following:
1 . Discussion of recent literature concerning theory
and theory/action models evailable in dealing
with change and innovation.
Presentation of the changes and innovations
undertaken at Quabbin in case history fashion.
3. Analyzation of problem areas in the Quabbin
change experience as determined through taped
interviews with leading figures responding to
specific questions about the experience.
I*.. Analyzation of the nature of the staff* s involve-
ment and reactions to the change experience
through a 3elf-administered., teacher questionnaire,
£. Analyzation of the stages of the change process
of significant innovations at Quabbin and the
assessment of the relative effectiveness of each
stage utilizing the Havelock process guide to
change as criteria.
6
. Analyzation of the role of the superintendent as
the change agent at Quabbin through transactional
analysis and the perceptions of staff who had
undergone the change experience as illustrated
in the LBDQ.
7 . Discussion of the nature and relative effective-
ness of ’’participatory observation" as a technique
by which to analyze and assess a change experience
and as a potential feedback mechanism.
The researcher felt that the study answered five dis-
tinct needs:
•)
•x •
2 .
the need for Quabbin to understand why .it experi-
enced a ’’bad” change situation and a sharing of
thi s informa
t
1on
:
the need for Quabbin to examine the nature and
function of the change agent* s roles in light of
its own experience and the willingness to share
this information?
3. the need for providing a historical description
of an actual change experience that failed and
yet allowed for growth to follow;
i|. the need to test a number of contemporary analyt-
ical methodologies as tools to provide insight
and hopefully answers to many questions about the
Quabbin change experience and change in general;
the need to discuss the potential for a "partic-
ipatory observer" to function as "feedback 1 * agent
and assessor.
The method for the investigation, analyzation, and assess
ment of the Quabbin change experience involved the following:
(1) participatory observation
(?) taped dialogue with six members of
the change experience to present
a historical overview
(3) taped interview with the superin-
tendent of schools, the president
of the teachers' union and a member
of the school committee
(i|) self-administered teacher interview
que s t ionnaire
(£) perusal of records, resources and
materials prepared during and for
the innovations
(6) research into change literature
(?) utilization of a change process guide
and model as evaluative criteria that
somewhat resembled, the one used by Quabbin
(6) utilization of the following analytical
methodologies : LBilQ, contextual mapping,
(CIM) cross impact matrix, transactional
analysis, and force-field analysis
Baaed on the case study and the substantive matter there*
of, the. researcher was able to isolate the problem
areas that
the differentiatedhindered the successful implementation of
staffing innovation. In particular, the management style
and behavior of the Superintendent, the reluctance of the
Principal to commit himself to the innovation, the immaturity
and lack of self-directiveness of the learning coordinators
,
and ultimately a breakdown in communications contributed to
the demise of the implementation of the innovation.
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PREFACE
The purpose o.f this study is to communicate the history
of sequential changes and innovations that took place at the
Quabbin Regional High School and to evaluate the relative suc-
cess of those changes and innovations in terms of the degree
to which the objectives for each were reached. Special
attention must be given to the human dynamics that interplayed
while Quabbin was in the change experience. Central to the
study, however, is an examination and assessment of the pro-
cess for change and innovation that was utilized. Contempo-
rary theory and research will constitute an evaluative basis
from which to evaluate Quabbin* s change process. Foremost,
in terms of a contemporary, change -process guide, is that
which has been developed by Ronald G, Havelock, This partic-
ular model contains what might be called the l? crearan of
current change-process research and development.
With the growing number of changes recommended for
American Public School Education today, it becomes a necessity
for those responsible for change to comprehend its complex
nature when it comes into contact with the human element.
Already, the educational stage is cluttered with evidence of
projects that have failed, been abandoned, or were never able
to be implemented. Progress and reform ere clearly in order,
"Progress** is a nice word, but "change," its instigator, is
not. For change destroys comfort, implies criticism of what
XV
"is," and promotes feelings of fear. Change means that some-
one's professional feathers will be raffled, that set programs
might d-te, and sacred cows placed out to pasture.
Many people in education are terrified by change. Most
of these are individuals that labor under the dictum ’’teacher
knows best” wnich is one of the most powerful and cherished
traditions in American education. It is also the kind of
mentality that can build a bulwark against change. Of course,
NOBODY is really AGAINST innovation. It is always somebody
else who is resistant to new ideas— somebody else who is the
drag on the wheel of progress.
Careful analysis of change experiences would shew that
"stability” is not the antithesis of "change” even though
public declarations often infer. It is quits often evident
that preservers of an ”as is” status are busily engaged in
developing constantly changing tactics to maintain desirable
conditions, programs, etc. Consequently, the true meanings
and relationship existing between these two terms reside
only in the mind of the perceiving person and remain individ-
ualistic rather than universal.
In 1967, the Gallop organization completed the last of
three surveys dealing with reaction to innovation ana tlio
acceptance cf change in education. Each survey dealt with
a different target populatiun? school board member, the
parents of school children and teachers and administrators.
All three groups were consistent in their claim that
resistance to educational innovation lay ELSEWHERE. All three
groups laid the major blame for resistance at the door of
’’the general public,”
The truth is that the genera]. public-~the community st
large-~does, in fact, share responsibility with the educational
community for innovation! It is also true, however, that
never before have both the educational community and the
community at largo been more receptive to innovation. The
opportunity for introducing significant change into the class-
room clearly never has been better. In order to benefit from
this opportunity, it is necessary to have a clear understand-
ing and a full appreciation of the conditions under which
innovation is to succeed.
The problem at hand is concerned with the notion that
progress
,
change, is ’’good,” and the reality which exhibits
a contradictory picture. When educational change, which has
been badly needed, emerges, it usually does under very trying
conditions. Those few who have been successful in bringing
it about take on the appearance of ’’hero-types,’
1 of ’men on
white chargers” who bring law and order— as well, hopefully,
as justice—to a change situation.
And yet, hero-types do not constitue the answer to the
ilemma because we can never have enough of them—figuratively
and literally. What we nee
the change process and ifcs
from personal and cultural
d is sufficient understanding of
components to break people away
imprints so that they can break
xv ii
away from tomorrow’s world.
lhis s uiidy is assigned to offer education fin opportunity
to share in a "real" change experience that was planned.
There is nothing particularly unique about Quabbin except,
perhaps, that it attempted a greater thrust toward change and
innovation than is traditional. VJhat is interesting is that
Quabbin faced nearly every imaginable conflict that one could
structure into a simulated model. Its innovators were sensi-
tive to change psychology and research in educational change
and innovation. All Quabbin changes showed merit on ’’paper,'*
and, yet, many were never accepted and, hence, implemented.
Too often an experience such as Quabbin’ s is merely
written off as a bad show. Too often others face identical
situations and never realize that they are re-living another’s
experience. It is as if man is bent on re-inventing the
wheel.
The author was a participant observer in the Quabbin
experience. His role is to be discussed and assessed in
terms of his ability to function as one subjectively involved
in the experiment and yet, objectively caught up in its feed-
back and analysis. The concept of participatory observation
is a side concern but undoubtedly, one of immense value.
The purpose of this study, then, is to share an experi-
ence in change and innovation and offer replicable methodology
for change process critique and evaluation, fhose involved
in the Quabbin Story feel that they have grown out of the
ixviii
conflict. It nay be fair to say that if nothing more, Quabbin
has learned a great deal about its internal dynamics.
A true sense of the Quabbin experience is within the
taped session which constitutes a historical study of the
situation. Beyond this, the author has transcribed taped
interviews with leading figures in the drama in an attempt
to gain a deeper perspective into the mechanics of the changes
and innovations and into the human conflict and struggle
that developed. A teacher interview questionnaire was also
employed to offer additional data to reinforce and to extend
perceptions concerning the nature of individual involvement
during various phases of this experience. Finally, news
releases are appended to further the sense of reality of
this experience.
One note of interest is important to relate in closing.
All those involved in the Quabbin struggle with change seem
to be reluctant to give it up. By this I wish to say that
they are almost obsessed cathartically to discuss and con-
stantly to examine what happened. This is still being done
in the hope that answers will evolve to help explain 'why?
This study, then, in many ways is also a part of that
obsession. It is more than a case study; it is, rather, an
experience out of my life that has shaped a good part of my
thinking about thin "thing” called education and that
” ohmg
which keeps it alive
—
change .
CHAPTER I
INTRODUCTION
Background
The inertia of the human mind and its
resistance to innovation are most
clearly demonstrated not, as one might
expect, by the ignorant mass—which
is easily swayed once its imagination
is caught--but by professionals with
a vested interest in tradition and in
the monopoly of learning* Innovation
is a twofold threat to academic medi-
ocrities j it endangers their oracular
authority, and it evokes the deeper
fear that their whole, laboriously
constructed intellectual edifice might
collapse. The academic backwoodsmen
have been the curse of genius from
Aristarchus to Dawin o.nd Freud? they
stretch, a solid and hostile phalanx
of pedantic mediocrit-es, across the
centuries •
1
The QUABBIN STORY is a study of an educational system’s
attempt at change and innovation. It is a study about inno-
vation in terms of specific projects which have a defined
beginning and a sequential history. Therefore, Quabbin’
s
process of change and innovation worked through ^stages" tha
formed the framework for planned innovation* Here change
may bo defined as ” any alteration in the ‘status quo : which
?
is intended to benefit the pc-sopie involved* ” Also,
Arthur Koestler, The Sleepwalkers , (New Yorks The
llfln fiomuanv . 1
9
C>9 « V . Tl27~T"
Ronald G,
vat
i
on in Educa
Technology Publ
2innovation may be defined as ''any change which represents
something new to people being changed."^
There are two ways to look at stages of innovation.
First, it may be seen from the point-of-view of the people
being changed, and the other is to see it from the point-of
-view of someone who is trying to change someone else. In
considering the viewpoint of the one who is changed, it is
obvious that he will necessarily have some sort of problem
-solving process in order to survive in a changing world.
This is not to say that everyone is an expert problem-solver,
and it does not imply that everyone finds innovative solutions
when a problem develops; however, everyone does develop some
sort of procedure for coping with change. The most primitive,
and sometimes the most effective strategy for coping with
change is to do nothing , hoping it will pass.
However, it is possible to represent the stages that
someone might follow in solving a problem when and if he
decides x,o act. In its simplest terms the process may
involve a "stimulus, " internal or external, leading to a
"response . " A good deal of "problem-solving" behavior in
education is of a reflexive, trial-and-error variety; teach-
ers strike--the school board either fires the teachers or
surrenders to their demands.^
^Ibid
. , p 4 4.
^ Ibid
. ,
p. 6 .
Ih© second way to look at stages of innovation is
through the perspective of the change agent. Regardless of
his formal job title and his position, there are four pri-
mary ways in which a person can act as a change agent. He
can be:
Persons with any number of job titles may find that
they fit one of these four role definitions. However, the
four change agent roles are not mutually exclusive. Some
change agents can be catalysts, solution givers, process
helpers and linkers all at the sairie time. In terms of the
four primary change agent roles, it helps if one is in a
formal position of authority as leader or supervisor to
bring about change in a group. "Most research studies show
that the administrator is the most important gatekeeper to
change. He sets the tone, opens the doors, and provides th
„
..6
support. ...
Whoever provides the leadership for
change --inside man or one from the
outside—should be aware of the com-
plex forces working for and against
change .
7
"The very idea of change is threatening to most of
1 . A CATALYST
2. A SOLUTION GIVER
3. A PROCESS HELPER
^
1+. A RESOURCE LINKER-
^Ihid., p. 7.MVUMMUM
^Goodwin V'atson and Edward M.
Learned About Planning for Change,
November 19^5 1 P • 3&»
Glaser, "What We Have
" Management Review ,
US i3ut more than this, there is the problem faced
in a change experience that purports the notion that what
works well on paper—works well on paper
. The illusion that
new programs are needed must be replaced with the idea that
what is needed are new mechanisms and processes to^ find out
what is needed
.
Perhaps change agents should seek .
to provide their clients with a
more favorable basic attitude toward
new ideas and spend fewer efforts
in campaigns to secure the adoption
of single innovations .9
The Quabbin Regional High School in Barre, Massachusetts,
like many schools at this time in this country, felt the
blitz of change and innovation. At its opening in 1967, it
provided a system that was "egg-crated, " secretive, coercive,
sub-system orientated, cliquish, incommunicative, etc. Its
approach to education was extremely traditional, offering
heavy emphasis on the academic. Each subject-matter depart-
ment operated as a "family" both in and outside of thv.
school. The school’s atmosphere was comfortable and virtu-
ally unintimidated by the outside.
In 1969 this complacent system was turned upside down.
Pressure from the communities (Barre, Hardwick, Hubbard 3 ton
and Oakham) came as the taxpayers decried the expense of
^Havelock, op. c it » , p. s7
•
^Everett M„ Rogers, Diffusion of Innovation , (New York:
The Free Press, 19b2), p «. <^oi.
educating theip youth 9 In the wake of the wave of this
pressure, M accountability" as a catch word caught fire, and
"results approach" demanded objectives to be stated and
reached and targets had to be sought.
The "new" superintendent, arriving at the opening of
school in 19&7
,
found himself with a ready-made system pre-
pared to change and innovate. He was hired because he was
an innovator. Pressure placed on him from the school com-
mittee caused him to generate strategies to communicate this
situation to administrators, department heads and staff.
Prompted primarily by the need to cut costs and the desire
to up-date an arachaic curriculum, the superintendent
brought about .the numerous changes and innovations. In
particular, all innovations at Quabbin fell under the
umbrella of "differentialted staffing" which may be construed
as the primary innovation. The goals to (1) differentiate
the staffing pattern, (2) improve instruction, and (3)
change at Quabbin were based on the following premises:
1. Behaviorally stated outcomes for learners in a sequence
of learning will be clearly written for all aspects of
the instructional program.
2. Instructional tasks will be clearly delineated for all
employed personnel involved in the promotion of the
ebove objectives (outcomes).
3. A beam of educational leaders and decision makers will
be trained in skills necessary to implement, manage, and
evaluate their design.
1
.
A "year round" trimester pattern for programing will be
scrutinized as an alternative to the present structure.
5 .
6
Integrated with staff differentiation will be the
oicn of instructional materials and technology
with instructional media.
6
. All d/s will be on a differentiated salary schedule of
which the maximum of '’B ' 1 will be twice the maximum of
"A”
.
7. Main goals will swing toward individual value growth.
Q. Staff differentiation will promote more adult/student
contact
.
9.
The role of the teacher will be shifted from dispenser
of knowledge to coordinators of learning experiences.
10. To generate a habit of considering alternatives in
education.
11. Outside evaluation sources will constitute an integral
part of aid and evaluation.
12. Staff differentiation will bo accompanied by other
structural changes, such as the flexible use of time
and space, which contribute to a better learning
environment
.
13. Measures will be taken to institutionalize a process of
rational change.
U4.. The concept of student as teacher will be implemented
wherever possible.
l£ t Maximum use will be made of part-time professionals
(housewives with EA degrees, for example) and other
community resource people with special expertise.
The time line that follows will illustrate signil leant
developments during this period.
September, 1968 Association with Dr. Bill Wolf for change
strategy &S3istnace, one year retainea snip
as a project writer.
December, 1968 Tie with Eagle Hill School for in-service
in diagnosis of learning disabilities.
January, 1969 Arrangement made through Dr. Wolf
for the
placement of university interns m the
sy stem.
7June, 1969
November, 19&9
December, 1969
January, 1970
January, 1970
October, 1970
November, 1970
January, 1971
May, 1971
September, 1971
September, 1971
October, 1971
October, 1971
October, 1971
Novemb e r
,
1 9 7
1
In-service training program for 21 instruc-
tional aides under the direction of Dr. Wolf
and university personnel.
Submission of a federal project to implement
differentiated staffing.
Creation of learning coordinator positions
and selection of L/C’s,
Project rejected; decision made to go ahead
and implement the "new" structure with local
funds
.
2 )4. hour, encounter session to establish
strengths and weaknesses and propose
initial staffs cuts.
Superintendent and teachers’ union face the
issue of an L/C salary range not tied to the
teachers' schedule nor negotiated by them.
Teacher/counselor concept initiated.
Long, intense dispute begins over teacher/
counselor concept and contract violations.
Timber Doodle, Temple, N. H., a retreat
planned to address the problems facing the
system.
University business department analyzes
school budget at the request of Hardwick
Selectmen,
Students boycott school cafeteria to pro-
test what they feel to be an inferior
learning environment
.
Quabbin District Parents' Association is
formed to address the problems at the school.
New teacher contract negotiations begin.
Guidance program comes under questioning
by the public*
First school committeeman resigns.
Tct'cherc publicly pretest forced guidance
assignments
.
November,
8November, 1971 Teachers* union vote3 "no confidence” intne leadership of the superintendent
.
November, 1971 Contract negotiations at an impasse.
April, 1972 After much pressure, the school committeedecides to nire a professional guidance
staff for the coming school year.
April, 1972 The school administration receives a low
rating by tho faculty on a survey run in
the school by the parents* group.
April, 1972 Superintendent submits his resignation! the
school committee refuses to accept it.
June, 1972 Th9 L/C structure is scrapped by the school
committee in order to restore the depart-
mental structure.
June, 1972 The principal and assistant principal resign
under pressure by the school committee.
July, 1972 A new administration is formed under a
management team concept.
Scenario
Let me now extend and develop the events in the time
lino through a scenario that was written by tnis researcher
for tho Timber Doodle encounter session. It was shared with
the participants and endorsed by the Superintendent as an
accurate portrayal of the drama to date. The scenario follows!
Over the past few months as a learn-
ing coordinator and participant
observer, I have had the opportunity
to reflect upon the vast amount of
change that my school has undergone.
It all seemed to happen so fast that
even today most teachers are still
unsure exactly what took place* How-
ever, I do feel that I can recapture
some of the significant thinking,
reactions, and incidents which have
staffing pattern originated is rather
difficult to say; however
,
there was
a period of time in the fall of last
year that was spent checking the pos-
sibility of securing a federal grant
to 1 inance some major changes at
Quabbin. It goes without saying that
money was tight. Further, it seemed
that the only federal projects to be
financed would be those that had built
into them new and varied staffing
patterns and new salary ranges.
One conference that I attended with
the Superintendent and the Principal
gave me and them the feeling that just
maybe the government might support a
system like Quabbin, a system* that was
young, spirited and ready to accept
most any challenge. Well, with the
aid of personnel from the University
of Massachusetts, a project was written
which originally appeared to offer
every member of our staff a chance to
gain some valuable experiences.
The project was finished and submitted.
However, the Quabbin Regional Teachers*
Association not to mention the faculty,
was not made privy to all aspects of
this proposed change. Teachers got
their information via scuttlebut.
Everyone talked and waited, not sure
what was to happen.
While the project worked its way
through various channels, the Superin-
tendent- spent exhaustive sessions
either alone, or with the Principal,
or with selected department heads in
an attempt to move rapidly toward
laying the ground work from which to
launch his differentiated staffing
pattern. During this period it must
be said that nearly all concerned
felt that the Superintendent had some
"master plan," but contrary to belief
nothing of magnitude evolved.
It was at this time that the Superin-
tendent posted a notice that a new
9brought us to the present state.
The past year at Quabbin was one in
which that spirit of pride and exhil-
aration was forced out of the environ-
ment. Two things happened to bring
about this change:
1. exploration and initiation of
changes in staffing patterns
(differentiated staffing)
2. creation of a new role--learn-
ing coordinator
These changes came about quite unex-
pectedly. Up to this time the Princi-
pal and department heads combined
talents to handle policies and other
details connected with school life.
It was the department head's obliga-
tion to honor the wishes of the members
of his staff. Staff meetings were
regular and allowed the Principal to
make good contact with teachers in
gaining their insights on various
issues pertaining to school life at
Quabbin.
The Superintendent, however, since com-
ing to Quabbin in 196?, was rather
quiet and somewhat distant from the
Quabbin school environment. He did
meet on occasion with department heads
and rarely with teachers. Ho is a
warm-mannered man 5 one whose behavior
showed him to bo committed to good
education. He made attempts to gain
some articulation and coordination
between the regional school and the
elementary feeder schools. On occa-
sion teachers saw him in action when
he initiated programs featuring guest
lecturers, He seemed to be high on
human relations and his actions bore
this out. He was a man who took his
teachers from tir.-; to time out of the
classroom tc probe and dialogue on-
quest ions cf a philosophical nature.
just whore the idea to change our
position would be created to coordi-
nate learning in a new "unit" system
and that the departmental structure
would be abolished with the coming
school year. Originally, it was esti-
mated that there might be as many a 3
filteen new ’’learning coordinators
”
Applications were made available and
at least twenty-five members of the
staff responded. There wore “rap”
sessions on Wednesday afternoons when
candidates could, along with anyone
interested, dialogue with the Super-
intendent about the coming changes.
The sessions did not meet with the
success initially desired. It seems
that not many teachers took the time
to attend.
Other phases of the change were con-
templated. One v;as the idea of running
a twenty-four hour encounter group to
better understand ourselves (all appli-
cants) and to be given tli3 opportunity
to brainstorm on the existing system.
This time was to be spent assessing
Quabbin in an attempt to isolate its
strengths and weaknesses. The planned
session with all applicants did not
take place. For one reason or another,
many did not want to spend time on
such a demanding venture with the
possibility that they may not gain
election into the new group. It- was
felt that this session would be more
meaningful after the election of
candidates
.
Evidently the decision not to have
the encounter session before election
put the Superintendent on the spot.
Also, he was pressured from all sides
by the applicants, ex-department
heads in particular, who demanded a
decision as quickly as possible.
Consequently, he appointed a selec-
tion committee composed of himself
,
the Principal, four department heads
and one teacher. This group met on
Saturday morning and reviewed each
candidate * s application thoroughly.
Fourteen learning coordinators evolved
from the decisions of the selection
committee. This included the Princi-
pal and his assistant. Mot every
department head was slated for the
new positions. The applicants were
notified immediately. Quabbin buzzed
with the news as teachers jestingly
debated why some were chosen over
others. But not everyone found the
situation humorous. At least one
applicant wanted a hearing in that
she questioned the manner of selection
and did not feel that all areas of
the school life were represented.
Each applicant did meet personally
with the Principal and discussed why
he was or was not elected.
This is all quite interesting in that
the Teachers 1 Association remained
relatively quiet during this period.
There are at least four reasons why
this was so. First, this entire
move, was, to the teachers, a rather
clandestine act on the part of a few;
second, this was the year that the
majority of the staff would be up for
tenure; third, the Teachers’ Associa-
tion was terribly weak; and fourth,
the faculty was working under the
second year of a two-year contract
which did not allow for the re-open-
ing of negotiations except through
mutual agreement.
Once the learning coordinators had
accepted their positions, the pre
-planned twenty-four hour encounter
group got under way. The Superin-
tendent, his fourteen learning coordi-
nators, and our University of Mass-
achusetts consultant met to assess the
existing system and made tentative
plans to promote a new, and hopefully
work ab 1 e staff s truc tu re
.
One of the first moves made by the
learning coordinators at the inception
of the encounter group was their
commitment to make decisions. This
decision to make decisions v/as done
in the Superintendent
’ s absence, and
1 am not sure that he has ever recovered
from the shock of hearing about it.
The point just made is not actually
important, but it does bear on the
situations that follow in that the LG’s
from tni s point out never did make a
decision.
However, the encounter session is
historically significant to Quabbin
because it was at this time that the
School Committee had decided to cut
back on programs and personnel. The
Superintendent had decided to cut back
on programs and personnel. The Super-
intendent probably knew this from the
start. It was the job of the LG's in
conjunction with the Superintendent,
to plan where the tentative cuts would
come from. The results of that meet-
ing were the abolishment of the exist-
ing guidance department and teacher
cuts in other areas bringing the total
number of staff cuts to eight.
When this information finally got to
the faculty, it responded angrily at
first and timidly later. Every teacher
not on tenure felt that he might be
asked to leave. Far worse v/as the
lack of information on cuts. No one
outside of guidance was sure who was
going. The cuts were to be announced
at a later date.
The final realization that new staff
patterns meant numerous staff cuts
put the Teachers Association on the
offensive. It had been weak but this
would no longer be so.
This school year the QRTA has committed
itself to improving its strength*
Through the mechanics of negotiating
it became aware of its potential whicn
up to this time had never been used.
Tenure had been granted to those staff
members receiving their fourth contract.
This meant that the majority of the
faculty had some sort of security to
stand behind.
With a change in its executive organi-
zation and with a new vitality, the
Teachers' Association began to chal-
lenge the administration about the
legality of its moves the previous
year. By contract the association
should have been involved not only
with the proposed changes in working
conditions, but also it should have
been the bargaining agent for the
learning coordinators who were work-
ing off the salary scale and for the
proposed changes in working conditions.
It had been ignored. The LC ' s bar-
gained individually for salaries, and
the teachers had been at the mercy of
every whim of the Superintendent.
This year we are completing the condi-
tions of a two year teacher contract
previously mentioned. It is important
to note that this contract did not
provide for the changes in working
conditions caused by the eight staff
cuts. This structural innovation for
staff at Quabbin set up the following
conditions
:
1, reduction of teaching staff (with
the possibility of more cuts to
follow)
2, increase of class sizes
3, increase in guidance responsibil-
ities that involve highly tccnical
procedures for which this staff
has not been properly trained
increase in curriculum planning and
writing
study hall assignments involving
clerical work, follow-up of
absentees, etc.
6. reduction in course offerings
7* creation of a top-heavy managerial
structure
8. teacher-intern and aide training
programs governed by teachers
9. reduction of professional staff and
increase oi non-professional persons
When negotiations on a new contract
were reopened this year, the QRTA found
itself meeting a professional negoti-
ator whom the Superintendent had hired
with the consent of the School Commit-
tee. The fact that a professional
negotiator had been hired was not so
startling as the fact that the man
selected was none other than a notori-
ous lawyer who had gained a reputation
in Worcester County for shaking rela-
tions between teachers and School Com-
mittee in an effort to question whether
teachers had any rights at all in their
profession. The Superintendent’s move
had set the QRTA for a tough conflict,
one which is presently much alive.
With the tough line being displayed
by the Superintendent, who by this
time had taken on a new leadership
style, the QRTA felt compelled to seek
assistance from its parent organiza-
tion, the Massachusetts Teachers
Association. When the MTA learned of
their plight, it sternly reprimanded
it for ever allowing its contract to
be violated. In turn they offered
the services of one of their negoti-
ators .
For weeks the Monday meetings to
negotiate turned into insult sessions
between the QRTA negotiator and the
School Committee S s. Realizing the
futility of it all, the QRTA began
fact finding in an attempt to alter
the inappropriate situation for
negotiating.
-• Before fact finding ensued, it seemed
that some sort of mediation must be
attempted. The mediation handled by a
state mediator got underway with some
difficulty. However, it brought both
parties together long enough to agree
that negotiations might be able to
resume if the QRTA agreed not to have its
"obnoxious” negotiator present and if
the School Committee agreed to remove
its too "omniscient” lawyer. This was
finally agreed with certain provisions.
Negotiations did get underway. Salary
was finally set and many articles of
the new contract are taking shape.
Throughout negotiations events took
place which really dictated the kind
of atmosphere to be established. First
of all, the grievance procedure was
used for the first time. The adminis-
tration and the School Committee were
hit with numerous grievances one after
another. The most important grievance
being the one that was leveled against
individual and group counseling. When
this grievance reached the fourth level,
binding arbitration, the School Commit-
tee agreed to make all guidance counsel-
ing 8 voluntary part of one’s job.
The grievance was dropped--a small vic-
tory was won by the QRTA.
In the midst of this turmoil many peo-
ple at Quabbon faced some rather dif-
ficult moments. With the elimination
of a guidance staff, the Principal was
faced with the responsibility of setting
up some kind of guidance system to meet
the ever demanding needs of students.
To make matters heavier on the shoulders
of the Principal, who never seemed to
overtly show any vast amount of enthu-
siasm for all that was happening, was
new budgeting techniques, PPBS, being
implemented by the Superintendent.
This new system put a monetary premium
on the success of programs. For in-
stance, [j.0 percent of the Principal 's
salary came from his involvement in
guidance. - Consequently, the major
thrust in effort and time has been
devoted to guidance. To insure max-
imum effort, guidance, ljke many area3
to follow, will be built into the cur-
riculum and stated in behavioral objec-
tives as well be the entire curriculum.
Release time never before granted was
now available to work on guidance.
Next, the learning coordinators began
to feel from the staff a tremendous
resentment that inhibited curriculum
development. The staff has shown fear
and little respect for the position of
LC in general and for some LC 1 s in
particular. These feelings are so
strong that it becomes nearly impos- .
sible for one to think optimistically
about the future
.
The teachers have perhaps responded
most strongly to the changes, and yet,
I would venture to say that they have
felt the change least of all. Let me
elaborate somewhat. First of all,
classes run much the same as they always
have. The LC position, quasi -adminis-
trative
,
resembles somewhat the depart-
ment head structure. Although guidance
and curriculum work have been foisted
on them, they have been able in one
instance to defeat mandatory compliance
and in the other instance they have
rather tacitly refused to work. Per-
haps it is better to say--they have
dragged their feetl
Student life at Q.uabbin has changed
significantly. They have gained more
license. This may be due in part to
the number of beginning teachers coming
in each year. It may also be due to
a lack of commitment to enforce school
regulations by the faculty--not overt,
but slightly apparent.
Outside the school, the School Commit-
tee has undergone a severe chastise-
ment by the faculty and public. it
was they who from the beginning voted
to support the new concepts the Super-
intendent • brought -forth.
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Throughout the change process, espe-
cially this year, they, the School
Committee, under QRTA pressure from
protests and grievances attempted to
assess some of the initial effects of
the changes. They met on their own
with teacher aides, interns from the
University of Massachusetts and EC’s.
However, they did not question the
faculty.
Finally, the entire school atmosphere
has changed. The nervous twitching
and convulsive movements within an
expectant mother waiting in joy for
her first born have now turned to
anxiety, apprehension, and fear of
miscarriage. Faculty meetings are now
curriculum work sessions, LC meetings
are nearly non-existent. Everyone is
waiting--for what--they ’re not quite
sure I
From the initial change environment until the present,
Quabbin found itself crisis-orientated. Teacher unionism
grew and strengthened in the wake of change. Channels of
communication became closed, and every situation became a
"win-lose” contest at the expense of the education of many
and the integrity of some. One thing has become very appar-
ent from this experience and that is: "Guidance and encour-
agement not power control, fosters creativity and innova-
.. „1Ctiveness
.
The school year 1972-73 provided the first concerted
effort tc resolve the many oifferences of opinion and out
-and-out conflicts between the teacher union, the adminis-
^ThomasE* * Woods
Innovat ion,- (Eugene,
School ot Education,
f The Administration of Educational
• Oregon : Bureau o'* Educational Research
University of Oregon, 1967 ) » P* 37
«
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tration and the school committee. Before the school year
was begun, two administrators were removed (principal and
assistant principal), seventeen teachers sought employment
elsewhere, and the Superintendent was hanging by his thumbs
after receiving a unanimous vote of "no" confidence from the
sta^f. School committee memoers resigned and a parents*
pressure group prepared the way to have members of its organi-
zation appointed or voted onto the school committee.
The Quabbin change experience deserves consideration
worthy of in-depth analysis to arrive at its weaknesses and
its strengths. No experience is completely negative. Any-
one who was involved in the Quabbin change experience is
certain of one thing: there is no wish to be caught up in
such a frustrating situation again. Yet, the reality is
that many schools will suffer in much the same manner that
Quabbin has in attempting change and innovation. In fact,
Quabbin is 3till in a very "real*’ change state attempting to
grow and develop into a psychologically healthy system.
Present demands on education not only suggest changes but
aJ sc demand them. Let the QUABBIN STORY, then, serve as a
beacon to aid any system to avoid the hazards of change that
erupt in program and professional disintegration through
misunderstanding and fear.
To establish a healthy climate for
change we need first to develop ways
for individual teachers to share nevr
ideas with other staff members and
to gain support for vrorthy innovations.
Further, we need to make teachers
t-C0l that they have had son© inriu—
one© in developing changes by adopt-ing new administrative styles which
decentralize decis ion—maki ng.
The growing body of research findings
about change processes in the schools
makes clear, however, that the develop-
ment of an open and supportive climate
of personal and professional relation-
ships among the member of the school
faculty carried high priority.
H
Statement of the Purpose
The major objectives of the study will be contained in
the following procedure which will attempt (1) to communicate
the sequential history of the changes and innovations that
took place at Quabbin; (2) to utilize the Havelock process
guide to change and innovation as a procedure by which to
analyze the Quabbin change and innovation process; (3) to
utilize contemporary methodologies for analysis that offer
a multitude of perspectives by which to measure the relative
effectiveness of the stages of change and innovation at
t pQuabbin; (I4.) to utilize the transactional analysis model -"
and the (LBPQ.) Leadership Behavior Description Questionnaire"
^~Mark A. Chesler and Robert Fox, "Teacher Peer Relations
and Educational Change," NEA Journal , 66, No. 6 (May 196 f }
,
p . 26 .
1
"Thomas A. Harris, M.D., I'm O.K. - You're 0._K . , New
York; Harper & Row, Publishers, 1971*
•^Andrew W, Ha Ip in. Theory and Research in Admini s tr a t j
o
n
,
New York; The MacMillan Company, 19bb,
as methodologies by which to analyze the behavior and style
oi the superintendent as the change agent at Quabbin; and
(5) to draw conclusions from the study about change and
innovation at Quabbin in an attempt to offer researched
information to facilitate the change process in education.
The purposes of the study will be to:
1. Discuss recent literature concerning theory and
theory/acticn models available in dealing with
change and innovation
.
2. Relate the changes and innovations undertaken
at Quabbin in case history fashion.
3. Analyze problem areas in the Quabbin change
experience as determined through taped inter-
views with leading figures responding to
specific questions about the experience.
4. Analyze the nature of the staff’s involvement
and reactions to the change experience through
a self-administered, teacher questionnaire.
5>. Analyze the stages of the change process of
significant innovations at Quabbin and assess
the relative effectiveness of each stage utiliz-
ing the Havelock process guide to change as
criteria and contemporary analytical methodologies.
b. Analyze the role of the superintendent as the
change agent at Quabbin through transactional
ano.lysis and the perceptions of staff who had
undergone the change experience as illustrated
in the LBDQ.
7. Discuss the nature and relative effectiveness of
’’participatory observation" as a technique by which
to analyze and assess a change experience and as a
potential feedback mechanism.
Significance
The school administrator today must, in one way or
another, protect himself' from the threat of drastic change.
It may well be that the administrative positions current in
education will go out as has the saber-toothed curriculum.
In any case, those in gatekeeper positions must be sensitive
to and knowledgeable about the nature and workings of change.
"How is it possible for an educational system steeped in
tradition and idealism to withstand the blitz of contemporary
thinking and the relevant changes and innovations that have
evolved from it?" Also, questions have to be dealt with which
touch on moot aspects of change: is it man initiated, self
-propelled (by its own merits): or man manipulated, self
-exhausting; or man-power directed without necessarily hav-
ing an end; or kept alive by employee loyalty to adminis-
tration, job, pay route, personal convictions? Is its suc-
cess a product of the ability of the staff to see and use
the logic of the change, or is its success contingent on
emotional acceptance (like, dislike, trust, distrust) 01 foe
change agent?
The significance of this study is focused on the
questions above. The Quabbin experience is, certainly, not
unrelated to present change situations taking place in Oi/ne*
educational systems. The QUABBIN STORY contains, perhaps,
some aspect of every change experience that has
ever been
tried. It may, also, contain some of the failures.
Some now,
those who managed it should have been more
perceptive when
one considers the vast amount of theory
that was available
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and used, and the expert advice that was sought. Yet,
planned change does not imply a sure-fire recipe. It may,
however, offer linear direction, circular assessment and
re—ad justment
,
but the human dynamic of internal involve-
ment constitutes another very closely related concern which
is difficult to prescribe from system to system even when
one has a handle on the intervening variables.
This writer feels that the proposed study answers five
distinct needs:
1
. the need for Quabbin to understand why it experi-
enced a ’’bad” change situation and a sharing of
this information;
2. the need for Quabbin to examine the nature and
function of the change agent’s roles in light of
its own experience and the willingness to share
this information;
3 . the need for providing a historical description
of an actual change experience that failed and
yet allowed for growth to follow;
I4.. the need to te.st a number of contemporary analyt-
ical methodologies as tools to provide insight
and hop'efully answers to many questions about the
Quabbin change experience and change in general;
5 , the need to discuss the potential for a "partic-
ipatory observer” to function as ,f feedback" agent
and assessor.
Method
The method for the investigation, ariaiyaation, and
assessment of the Quabbin change experience will involve the
following:
( 1 ) participatory observation
(2) taped dialogue with six members of
the change experience to present
a' historical overview
( 3 ) taped interview with the superin-
tendent of schools, the president
of the teachers’ union and a member
of the school committee
( I4. ) self—administered teacher interview
questionnaire
( 5 ) perusal of records, resources and
materials prepared during and for *
the innovations
(6) research into change literature
(/) utilization of a change process guide
and model as evaluative "criteria that
somewhat resembles the one used by Quabbin
(8) utilization of the following analytical
methodologies? LBDQ, contextual manning,
(CIM) cross impact matrix, transactional
analysis, and force-field analysis
Undoubtedly, the role of the ’’participatory observer”
needs some explanation. As implied in the phrase, partic-
ipatory observer, one immediately may question the objec-
tivity of such an individual in this role. Yet, if that
individual is a professional and if professional judgment
is an acceptable criterion for measurement, then, this role
can be construed as an acceptable posture from which to study
an education experience whether it be of the change variety
or otherwise. Although not the purpose of this study, it
is, however, the contention of this writer that participatory
observation may prove to be a highly invaluable function.
This role could develop into an agent that offers feedback,
25
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immediate diagnosis of change process and general monitor-
ing o.f innovations, not to mention the value of having the
experience recorded.
Organization
Chapter I will consist of an introduction discussing the
intent of the study which is basically a modification of an
expansion of the dissertation proposal. Chapter II will pro-
vide research of current change literature . Methodology and
procedures used in the study will be presented in Chapter
III with careful consideration given to the concept of ’’par-
ticipatory participation,” the taped dialogue and interview
technique, and the self-administered teacher interview ques-
tionnaire. THE QUABBIN STORY, summaries of transcriptions
of in-depth interviews with the superintendent of schools,
the president of the teachers’ union, and a school committee-
man, and the results of the Self-administered Teacher Inter-
view Questionnaire will serve as data to i orm the besis oi
Chapter IV. Chapter V will consist of an analysis of the
data contained in the previous chapter, .rA conclusion,
Chapter VI will provide the summary , conclusions and
recommendations of the study
»
It is an impossible task to include in-put from
everyone
1
^W
.
C. Wolf, Jr., C. Trask, W. Phelan, a
P. Allen, and B. .Crowder, "The Quaboin ^tory
Research and Development in i^ISILLlihh v0i *
Summer7~l9 7 3 " (Athens, Georgia).
.
McQueston,
” Journal of
6. No, 4»
associated with the Quabbin change experience. An attempt,
however, has been made to cover the thoughts, feelings and
reactions of most. Because, if anything, this drama por-
trays one recurring motif:
Part of the program of change should
be a procedure for periodic review
and revision. Again, the role of the
members of the organization is vital.
By inviting them to participate in
the review, we deepen their commit-
ment to the enterprise. If they know
that the experiment has been inaugu-
rated with the intention of re-eval-
uating it after a reasonable period
of trial, they will accept some initial
inconvenience, aware that they will
have a chance to air their complaints
and to modify the program. If they
know that they themselves will be
called upon to take part in this
review, they will observe more care-
fully and prepare themselves to
offer better suggestions . 15
Definition of Terms Used in the Study
The terms in this glossary represent those that played
a significant role as idea generators, concepts, or actual
practices* Jn no way are the definitions to be construed
as being the only accepted meaning of the term, rather, the
researcher has developed meanings that are generally accept
in education. Some definitions are in fact credited to par
ticular individuals.
Adoption: a decision to continue full use of an
•» f
J
^
"'Watson and Gl aser, oje. cit * , p.
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innovation. The process of adoption includes the raodif ictions
of a program necessary to integrate it into an existing struc-
ture and function.
Change: a series of transitions from one stable state
to another with stable state*1 representing only a fix in
time, not a continuing condition* Change is a natural pro-
cess of adaptation to new circumstances, and man is the only
animal who willfully decides to maintain a status quo.
Change agent: a professional person who attempts to
influence adoption decisions.
Differentiated Staffing: a process by which the teach-
ing staff is divided into a number of categories according
to their roles and responsibilities which have been identi-
fied by the teaching-learning task. In this way, maximum
use of teacher interests, talents, and capabilities, so that
a learning environment is provided which facilitates the
implementation of various programs geared to individualize
and humanize the total school educational program. The pro-
cess would also include the use of paraprofessionals as
16 iinstructional and clerical aides.
Diffusion process: diffusion process is separatedlv
defined by E„ Rogers as the spread of a new idea from its
source of invention or creation to its ultimate users or
adopters
,
1 k,fames Lewis, Jr., Differentiating the Teaching Staff,
West Nyack, N.Y.: Parker Publishing Company, Inc., 197-1, P* 1
Dissemination: process designed to create a widespread
awareness of the invention among practitioners; to inform.
Or it is the process of giving and receiving information
about an activity, person, or idea. The preferred way of
looking at dissemination is "spreading the word ." It is
distinguished from spreading the practice (diffusion).
Force-field analysis: A technique developed by Kurt
Lewin which takes into account all the factors which act on
the client system, forces which might inhibit or facilitate
adoption of an innovation, and forces which the innovation
itself may exert on the system.
Implementation: the action involved in adoption; it
consists of the strategies used to create an adoption climate
and attention to traditional administrative functions (size,
cost, availablity of personnel, and political viability).
Innovation: an idea perceived as new regardless of how
"new" it may be or a deliberate, novel, specific change which
is thought to be more efficacious in accomplishing the goals
of a system; a break with routine and habit; it disrupts
unreflective ways of thinking, feeling and behaving; it
requires a heightened measure of attention and interest in
the matters at hand; it forces the participants, and espe-
cially the creator, to think in fresh ways about familiar
subjects, to • reconsider old assumptions; and it differs
from change in that innovation assumed that what is proposed
can be consciously and planfully justified on the basis
29
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. . . criteria.
Learning coordinator: an educational generalist with a
responsibility to promote change, aid in decision making,
organize curriculum, provide in-3ervice training, manage the
instructional programs in assigned unit, and be an educa-
tional leader within the system. In particular, the L/C
would provide leadership in the evaluation of program and
personnel.
Planned change: a process of deliberate changing which
meet stated criteria-~more than just a plan to change; cri-
teria are significant!
Planning: to prepare alternative approaches to long
-range and short-term expectation and objectives.
PPBS: (Planning-Programming-Budgeting System) a critical,
path methodology that shows the relationship between operat-
ing programs and the goals they are designed to accomplish.
Three stages are observed: (1) identification of the broad
goals using systems analysis and forecasting, (2) implement-
ation of the objectives and their cost assessments, and (3)
17
the budget. '
PERT: (Program Evaluation and Review Technique) a
network model belonging to a class c.f systems called critical
path methodologies. PERT is a network of a time-linear chain
of events, each of. which is a determinant consequence of the
Jack A. Culbertson, et.'al., Performance L2L
1 Principals, Berkeley, Calif.: M cCutchan Publishing,
17
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Corp., 197U» P • 216,
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1 ftpreceding one.
System approach: consists of specified steps in defin-
es determining objectives, identifying constraints,
proposing alternatives, making a selection, carrying out
the implementation, evaluation, and modification of a program
/project.
Critical Concern
One of the greatest current fallacies among people i3
the belief that tomorrow will be pretty much like it is
today. Even though societal critics are constantly warning
us that the future is almost one with the present, we still
persist doggedly to feel that we and the environment are
steady, constant systems with personalities, once set, never
changing.
Careful analysis of society and, in particular, the
systems, sub-systems, and individuals within it, reveals a
tremendous pressure to hold things steady-. Psychologists
and sociologists have dealt considerably with '‘peer* pressure
and the effects thereof, but professionals have offered no
help with what I choose to call “institutional peer pres-
sure.” This condition exists on the premise that it is
unhealthy and, perhaps, dangerous for an institution to
appear different than others of its type.
^ Ibid., p. 212.
Just as the individual attitude shapes the life style
of the person, so does that of the institution. For this
reason, most of the substantive changes that are made in
recent decades have been dictated by external pressures.
The institution which is, in fact, a reflection of the com-
posite attitudes of its sub-systems and the individuals with-
in can only operate within the parameters of the dominant
attitudes which govern behavior. Therefor, too often
changes that are instituted are done so under what appears
to be compulsion and coercion.
The great concern that Quabbin exhibited, and when I
say Quabbin, I am speaking in terms of a collective attitude,
was a fear that it was doing something more than new, some-
thing quite "radical,” Recent attitudes toward the hippie
-type element in society has drawn the same response. It
may be fair to go one step further and say that our age
strives for conformity and stability. Anything different
or changing tends to exist on the fringe of society until
it is able to become the noriru
There was a plea a few years back that raised the
question: "bo you dare to be different?" Although it has
become a cliche, it still represents tho attitude of a
large segment of our population not only the youth and the
radical. Social critics, in particular, have spent con-
siderable time and effort in an attempt to prepare - o:
something he is afraid to face.
If we are to meet this critical challenge of change,
and if we must be alert to the symptoms of obsolescence,
where do we begin? If change is massive, then, is it real-
istic to assume that small numbers of pioneers will have the
impact to deal with it or will it take a great crisis of
catastrophic scope and consequence to move man's head out
of the sand?
Institutional characteristic and behavior present a
greater threat to society than that of the individual, in
that the total impact of institutional pressure certainly
bears more influence and weight than that of any one individ
ual or group. To prepare society for the shock of change,
it would seem that the emphasis has to be placed where it
will do the most good and that is on the institution.
Institutional growth and individual growth are contingent
on change as a process of search and development to obtain,
hopefully, a better operational situation. Man is more
bent on accepting this idea of development in his own
nature, perhaps, because he senses that in some way he con-
trols it. Yet, on the institutional level he fears that a
greater force is moving him into dangerous waters. Why is
this so? Well, the primary reason is that man fears the
insecurity of mobility when it works on a large scale.
This is so because institutions are not accustomed to much
internal movement—— it. comes to close to chaos at iir,,
t
glance
.
Consequently, organizational change is extremely
dangerous at this point in time. When the bureaucratic
nature of the institution is broken down to the degree that
movement vertically and horizontally becomes a dominant
behavior, then, perhaps, an attitude will be born that can
accept and control the process which offers development
--change
.
C F A ? T E R II
RESEARCH OF CURRENT CHANGE LITERATURE
To enhance th5 s study it is necessary to examine the
current literature on planned organizational change with
careful emphasis given to the implementation of organiza-
tional innovations. This chapter p?'esents significant con-
clusions that emerged from a review of change literature.
Attempts have been made to develop and apply <? model
from studies of the diffusion and adoption of innovations
among large numbers of people to explain successful planned
change in organizational settings. It would seem appropri-
ate then, to consider first the work dene in this tradition
and speculate about the value of it. Following this, a more
detailed discussion of planned organizational change studios
may be presented.
Diffusion and Adoption Studies
A number of major rev:! ews of diffusion and adoption
studies have been conducted in the past few years. Rogers''
reviewed
.906 studies in anthropology, rural sociology,
educational and medical sociology. Ho classified them
under the following problem areas s stages individuals go
through in the adoption process,: characteristics of inno^u-
Everett W, Rogers, Diffusi n of Innovations,, New
York:
r(uie preo Press of Glencoe, 196i.
1j5
tions and their rate of adoption, attributes of early and
late adopters, influence to opinion leaders on the flow of
ideas, and the role of the change agents.
Several general observations may be made about these
studies: (1) they generally deal with the spread or adop-
tion of rather simple technical innovations such as hybrid
seed, tranqulizers, or audio-visual aids; (?) the agricul-
tural studies have focused on the spread or adoption of
innovations among individual farmers residing in a partic-
ular country, state, or region; (3) the studies of medical
innovations have primarily dealt with their diffusion and
adoption by doctors in a single community; (L|.) the anthropol-
ogical studies have focused on the spread of such practices
as the use of new tools, wells, and modern farming techniques
within non-industrial societies; and (5>) the education
studies have primarily dealt with adoption rates cf innova-
tions in school systems.
From his extensive review of adoption and diffusion
studies, Rogers' proposes a model to explain why individuals
do or do not adopt innovations. He identifies five critical
stages in the adoption process: awareness, interest, triai,
evaluation, and adoption. This model has frequently been
cited in the educational literature and is a useful formula-
tion for analyzing the successful introduction of innovations
"ibid., pp
.
16 - 1 ?
in schools, '-he Clark: and Cuba-" approach to change in edu-
cation parallels the Rogers* model in certain important
respects. It emphasizes several processes including the
development, adoption and diffusion of educational practices.
It is my belief, however, that Rogers* model has little
use in explaining the success or failure of the implementa-
tion o .2- innovations in schools cr* other types of organiza-
tions. Its lack Oi utility is due to certain of its assump-
tions which are not applicable to the implementation of
organ! z&ci ona 1 M innovations. One of these basic assump-
tions is that during any of the intermediate stages between
awareness and use, the individual is free to decide himself
whether the innovation shall be tried, and. if tried, whether
it should be continued. If the innovation does not please,
him, he is free to reject it. If he is not pleased with
his evaluation of it, he can discontinue his use of the
innovations in most school situations, for example, those
in which teachers are asked to redefine their ro3.es by their
superordinates. Moreover, the adoption of a particular pro-
gram by administrators does not necessarily mean that it
will be instituted or implemented at the school level. A
study conducted by Carlson ! revealed that the mere adoption
-^David C 1 ark ar-.d Egon Cuba, An
Change Roles in Education
,
Columbu
Examinetion of Potential
r* Ohio State Univers ity
,
of Educat^Richard 0. Carlson, Adopt:. on
rena, Ore.; The Center" for the Advanced
tional Administration, University of Oregon
ional Innov ation s
Study o f Edu c a
-
,
196£, pp« 7 If -81;
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of programmed instruction by school superintendents did not
necessarily lead to the desired change at the school level.
Analysis of the Rogers’ model reveals adoption of simple
technological innovations by individuals which do not demand
the aide of others. It assumes that one can undertake
trials in an either/or fashion and that short trials are
sufficient to render an effective evaluation. Educational
innovations, on the other hand, are not normally tried on a
small scale without the cooperation and support of others.
It would appear then, that while the Rogers’ model
may he useful in understanding the adoption of simple inno-
vations among varying groups of individuals, it seems to be
of questionable value to explain the implementation oi
organizational innovations
.
Initiation of Organizational Innovations
Much of the literature on planned organizational
change is concerned with the way that organizational inno-
vations are effectively initiated. A great deal of research
emphasizes the importance of change agents and participation
of subordinates as important ingredients of successful ini-
tiation. However, the notions of "change agent
4
’ and ’’par-
ticipation’ have varying definitions, for example, some
use change agent to mean outside helpers, while others
demand that the person(s) labelled change agents, actually
direct planned change efforts. To some "participation"
36
means the extent of influence in decision-making
,
others
mean simply involvement, while for others physical presence
is enough.
93uchanan- in his studies found that most change strat-
egies placed stress on change agents who conducted group
discussions. Leavitt' J showed that much of the literature
on planned change assumes that a change agent will be used
to facilita-ce initiation. The importance attributed to
change agents during the initiation phase of planned organi-
zational change seems to be based on the following reason-
ing: in general, members of an organization are unable, or
find it difficult, to diagnose their problems in a realistic
manner.
Great emphasis in the literature is also given tc t-he
importance of subordinate participation in initiating inno-
vations. The authors that have stressed the importance of
participation of subordinates in planned educational change
have used one or more of the following arguments in support
of their views: (1) participation leads to higher staff
morale, and high staff morale is necessary for successful
^Paul C. Buchanan, ’'Crucial Issues in
Development,” In G. Watson, ed., Change in
Washington, D.C.: National Training Labor
1967, pp. 51-67
•
Organ! z at i ona
1
School Systems
atories, NEA,
f
^Harold J. Leavitt,
Industry: Structural,
Approaches,*' In J. G.
Chicago: Rnad McNally,
11Applied Organizational Change in
Technological, and Humanistic.
March, ed.. Handbook 01 € rg ani
a
tg. ons.
,
1965, pp. 1TI4.3- 11 70.
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implementation; (2) participation leads to greater commit-
ment, and a high degree of commitment is required for affect-
ing change; (3) participation leads to greater clarity about
an innovation, and clarity is necessary for implementation;
(4) beginning with the postulate of basic resistance to
change, the argument is that participation will reduce ini-
tial resistance and thereby facilitate successful implement-
ation; and (5) subordinates will tend to resist any innova-
tions that they are expected to implement if it is initiated
solely by their superordinates
On the other hand, the Morse-Reimer^ study of the sub*
ordinate participation in decision-making in a large business
firm reveals that both the. high and low groups on the inde-
pendent variable, participation showed significant increases
in productivity, the dependent variable. Consequently, this
investigation does not offer support for the varying effec-
q
tiveness of different strategies. The Coch-French study
\jhich French tried to repeat in a Norwegian factory without
success, is filled with methodological deficiencies: lack
of control of third variables, improper use of statistical
^Harold F. Wigren, “The Process of Change in Education:-
i
Television, " In Richard I. Miller, ed., Perspectives on
Education a 1 Change , New Yorks Appleton-Century-droi ts , i o
;
.
pp. iI|8-jl8Il.
8N. Morse and E. Reimer* "The Experimental Change of a
Major Organisational Variable," Iournal of Ahnorm^ ill
Social Psychology 52 (195b /S 120-129*
^Lester Coch and John French, Jr . 5 "Overcoming Resi ct.anoa-
to Change," Human Relations 1, No br , (294^;?
and faulure to teattechniques given the size of
a number of assumptions made
testable
,
the sample,
in their argument which were
The proven effects of participation in connection with
the use of an outside change agent is doubtful, as Leavitt
notes
:
Bennis, Benne, and Chin in their
reader, The Planning of Change (1961),
are so enamored of it that they have
quite specifically set out power equal-
ization as one of the distinguishing
features of the deliberate collabora-
tive process they define as ''planned
change 1 ' in organizations, A power
distribution in which the client and
change agent have equal, or almost
equal, opportunities to influence is
a part of their definition of "planned
change" , , „ , The issue of validity
remains a critical and difficult
issue. When empirical studies have
been taken to evaluate outcomes, the
results have been equivocal at best . . , .
Even several of the individual case
analyses * . . have led to equivocal
or negative results. PE practices
have been carried much more by their
transferable operational techniques
and by their impact of persons than
by their demonstrated results. 1^
Herzberg, Mausner, and Snyderman express s imilar dcub ts
about the participation of subordinates in decision-making.
primarily with reference to goal determination.
The idea, first, that the participa-
tion of subordinates in decision-mak-
ing was possible, and second, that it
was desirable has been the subject oi
10Leavitt, on# cit PP 1158-1159 , 1167 .
controversy
• • • . There is no ques-
tion that a genuine attempt to extend
the scope of the participants has been
nade in some places. The interoreta-
tion of these attempts and of their
purported success is far from clear.
. . .
Within certain limits, it is likely
that more latitude than is currently
available to most people in industry
can be given to individuals to develop
their own ways of achieving the ends
that are presented to them by a cen-
tralized authority. This is a reason-
able solution to the problem of motiva-
tion, more reasonable than the usual
formulation to participation. To expect
individuals at lower levels of the
organization to exercise control over
the establishment of over-all goals
is unrealistic. Thus, when participa-
tion is suggested in these terms, it. is
usually a sham. 11
As shovm above, even if participation were effective,
it is problematic whether aubordinates have the knowledge,
competence, or the desire to make major decisions about
organizational changes.
In summary, the review of the literature reveals that
the use of change agents and participation are generally
believed tc be strategic variables with respect to the suc-
cessful initiation of change proposals, and that it is
assumed that a strategy of initiation involving a change
agent and subordinate participation typically leads to suc-
cessful implementation of innovations. This may be true if
the participants are mature, self-directed , and responsible,
' •*
F. Herzcerg, B. Mausnev.
tin', to Work . ew lork: John
117
-1?5, 137*
and B . Snyderman, The Ko : iva-
Wiley and Sons, 19*^9 , pp*
There it, however, a. scarcity of research evidence to sup-
port the prepositions that participation is positively
related to variables such as the clarity of an innovation,
the morale of the staff, and its commitment to an innovation
and that these variables are positively associated with
implement at i on.
There appears to be greater attention given to initia-
tion than to implementation in the literature. This is
illustrated by the treatment given these topics by Lippitt,
Watson, and Westley in their book, The Dynamics of Pl anned
of the agent related, to problems of initiation; helping
organizations clarify and diagnose both internal and externa
Implementation of Organ! z ational Innovations
Change 12
j ')
“
‘Ronald Lippitt,
Dynamics of Planned C_
The Initiation ofand " Change Methods Used in Phase £
:
Change Efforts." 1^ Their discussion is closed on this topic
by saying:
In our sample of change proiects
agents do not speak of their efforts
to provide either direct or indirect
support for change efforts in the
client system’s sphere of existence.
As a result, we can report here
only a limited variety of methods
appropriate to Phase 5. Much crea-
tive work remains to be done in
developing methods for use in this ,
crucial part of the helping process."'
The literature on planned organizational change dealing
with the period of implementation mentions numerous "facili-
tators" of implementation. Those most important being: 11}
l6
external and internal support for change;"" (2) adequate
funding;"' (3) adequacy of plan for meeting organizational
members’ needs and the organizational problem under consider
18 19
ation; ' (Ig) member acceptance of the need for change;'
•J
!»
pp. 221-226,
'J 5
-'Ib_id.
, p. 226.
16,..Wigren y ££. Cjtt,, p. 182
1
'Miller
,
OP* CU/i* 5 P* 18.
1
"Ronald Lippitt. Kenneth
l^Max G. Abbott, "Hieraehical Impediments to Innovation
in Educational Organization," in Max Abbott and John T.
Love I 1 . eds.. Change Perspec tives in Educational Admin^s rra^
tion. Auburn, Ala.: The School of Education, Auburn
University 1965, p. 50.
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(5) retraining of members for new tasks; 20 (6) the presence
of a change agent to give needed support and advice. 1 It
is unfortunate, however, that most of these reports are open
to criticism on a conceptual and methodological basis.
Their weakness is conceptual because they generally
treat the implementation of organizational innovations as
22
an event rather than as a process. ' Many reports in the
literature treat conditions as unchanging and implementa-
tion as the result of an accumulation of isolated conditions.
Isolated conditions as barriers or facilitators to
implementation are not ’’uncovered” through systematic anal-
yses of organizations in change. Most explanations are
based on speculative accounts of experiences during an effort
to introduce an educational change. Therefore, no supporting
evidence is offered about conditions that are presumed to
serve as important factors influencing organizational change.
In most cases'^ •' the objective is not to test or generate
either hypotheses or theories about implementation but to
report change experiences.
uCharles C,
a School System,
Wasb ington
,
D . C 4
Jung, ’’The Trainer Change-Agent Hole Within
« Tn G. Watson, ed.. Change in School Systems,
; National Laboratories, NLA, 19o7 , p. 9o.
^"'Miller
,
op , cit «
,
p. 223 .
2<
"E. Cinzberg and E. Reilly, Ej^c^ve Ch
Organ! nations
,
New York: Columbia uni
v
0 r si
i n l arge
19^7r C C
. v N O ^
~^Larry E. Greiner, ’’Organization Change
A Study of Changing Values, Behavior,’
tion, Harvard Business School, 1965*
and Development:
oral disserta-
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Much of the literature turns out to be speculativ e
Benms, alter noting that the problem of implementation is
a “continually vexing one," ?1+ procedds to cite without sup-
porting evidence a number of facilitators or "shoulds" dur-
ing implementation efforts:
The client-system should have as much
understanding of the change ... as
possible * • * the change e ffort should
be perceived as being as self-motivated
and voluntary as possible
, , , , The
change program must include emotional
and value as well as cognitive (informa-
tional) elements for successful imple-
mentation « . * » The change -agent can
be crucial in reducing the resistance
to change
o
25
Carlson specifies three barriers to change without sup-
portive evidence:
Part of the explanation of the slow
rate of change in public schools accord-
ing to many students of organizational
change, lies with the adsence of an
institutionalized change agent position
in public education, A change agent » * ,
can be defined as a person who attempts
to influence the adoption decisions in
a direction he feels is desirable, Ke
is a professional who has as his major
function the advocacy and introduction
of innovations into practice • • # • In'
addition to the lack of a change agent,
schools are also handicapped in change
activities by the weakness of the knowl-
edge base about new educational prac-
tices • , „ , There is no struggle for
survival for this type of organization
service in organizations like schools
'Warren G e Bennie, Changi
McGraw-Hill, 1966, p, 175*
2
^Ibid,
,
p. 176,
ig 0rgani v. at i on s
,
New York:
—existence is guaranteed. Though this
type of organization does comoete in a
restricted area for funds, funds are
not closely tied to quality of perform—
ance. These organizations are domes-
ticated in the sense that they are pro-
tected by the society they serve ...
it seems reasonable to suggest that the
domestication of public schools is a
hindrance to change along with the lack
of a change agent and a weak knowledge
base about educational innovation. 26
Barnes indicates the problems that develop when partic-
ipants in change efforts also attempt to observe them:
This problem need not concern us if
we are interested only in organiza-
tional change, but it becomes crucial
as soon as we turn our thoughts to
the s tudy of change. Some behavioral
scientists (e.g„, Blake, and Mouton,
Argyris, Shepard, Bennis, Sofer, Rice,
Jacques, Trist, F. Mann) seek and
apparently achieve proficiency in both
areas. But behavioral scientist crit-
ics decry these dual attempts to change
organizations and also do research on
the changes. The possible bias of
social scientist involvement is of
major concern .... In essence, the
critices of observer "involvement”
want a science built upon the observa-
tion of human behavior rather than a
science which involves attempts to
practice as well as observe observers,
so the reasoning goes, remain detacted
and relatively objective. Participants
become involved and overly subjective;
they begin to overvalue and push their
own beliefs and "normative" theories. F7
^Richard 0. Carlson, "Barriers to Change in Public Schools
Iti R. 0. Carlson, ed. , Change Processes in the Tublnc^
Eugene
,
Ore ;
j
Center for the Advance -Study of lucational
Administration, University of Oregon, 196£, pp. 1+-7
.
^Louis B. Barnes, "Organizational Change and
Experimental Methods * •" In Vi-ctoi •» Vroom, ed..
Organizational Research , Pittsburgh: University
burgh Press, 19^7» PP* 714.-75
®
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of Pitts-
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There are exceptions, however, most reports about inno-
vations in schools that require changes in teachers* behav-
ior ignore the teachers* perspectives. Peterson examined
^he implementation of team-teaching in a high school" ' and
a case study of an effort to implement nongradedness in an
elementary school^' serve as good illustrations of this.
Both studies are written from the perspectives of the edu-
cators who administered the programs.
It does appear, however, that in both of these studies
the actions and reactions of the teachers are filtered.
The validity of their perceptions, therfore, is open to
challenge and such procedures lend support to the criticism
offered by Barnes.
In a number of studies, inappropriate methods are used
to assess the degree of implementation. It is asserted by
some that successful implementation took place, but the
30
evidence is based on very subjective personal assessments.'
Others offer little or no evidence at ail. For example, an
~>C
c:o
2T. Y.
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marv
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.
Carl R. Peterson, effective Team Teaching . West Nyack
s Parker Publishing Company, 1966,
Lillian
School
,
Glogan and Murray Fessel, The Nongraded Pri.-
West Nyack, N. Y. ; Parker Publishing Company
t
T
-
>0S , W. Childs, Study of Belief Systems .of
and Teachers in Innovative ana TV>r ~ ’
n
nevative
Detroit : Wayne State University, 19bb.
Admini strator s
Sc I : oo 1 District ?
,
administrator presented a description of factor* related
to the implementation of nongradedness in his school system
but no data are presented to support the successful imple-
mentation of the innovation*
Numerous studies show that the methods used to deter-
mine behavioral changes are highly questionable. In a study
that dealt with the relationships between types of leader-
ship behavior and the degree of implementation of comprehen-
sive classroom curriculum plans, the extent of classroom
change was measured by interviews with the teachers," '
Utilization of subjective appraisals in investigations
to determine the extent of organizational change has signif-
icant implications. The importance of obtaining an accurst-,
measure of the dependent variable in any study cannot be
overstressed. Work based on systematic observations of the
behavior in question is dearly a necessity. This researcher ! s
of the importance of obtaining an objective and unbiased
measure for* examining a change effort lias lead him to obtain
direct information through participatory observation, inter-
views, end a teacher questionnaire. It is essential to use
forma] assessment procedures.
This review has indicated that the literature 3.s
-^Richard D* Cal
a Nongraded School,
Schoo l, New York:
e
,
‘'The Adminis
w In Richard I.
Harper and Row,
trative Role in Initiating
Hiller, ed., The Non grad ed
1967, pp. 16-26.
e. Kline, “Leader Behavior, Curr
and Curricular Change-," Paper presented
Research Association, Chicago, Illinois,
icular Implements
at American Lducac
February, 196b.
ion
ional.
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deficient in several important respects. First, there has
been little concern for testing theories about factors influ-
encing implementation. Second, data used to isolate condi-
tions having an impact on implementation are obtained from
the perspective of those who initiate them. Finally, the
method used to assess the degree of implementation is open to
serious question; careful measurement would require collect-
ing and analyzing data based on systematic observation.
The Hav elock Process Guide to Change and innovation
Ronald Havelock''- has. offered much to the area of
change in an attempt to simplify the knowledge diffusion
and utilization process which is the impetus for change.
The process functions under the following formula: who
says what to whom by what channel to what effect for what
purpose . Many examples may be found to illustrate the
formula. Within the field of agriculture, who (agricultural
researchers and developers): says what (hybrid seed corn)
to whom (corn producing farmers in the United States) by
what channel (the many facets of the cooperative extension
service plus seed manufacturers and retailers) to what effect
(increasing corn yield) for what purpose (increasing farm
income directly and the nation’s food supply indirect. jy ;
,
When this formula is applied to the field of education, it
^Ronald Havelock, Planning for Innovation, vAnn^Aroor,
Michigan: .Center for Research on Utilization of Scientific
_
Knowledge of the Institute for Social Research, xst !>•
•* •
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works in the following manner: who (a team of university
scientists, educators, and publishers) says what (a new high
school science curriculum) to whom (teachers of high school
science across the nation) by what channel (packaging,
publication, and setting up training programs) to what effect
(nationwide acceptance and adoption in a majority of high
school curricula) for what purpose (improved science instruc-
tion and improved student learning of science). M
Havelock’s formula also offers a format within which
advances in research diffusion can be related to current
communication operations within the field of education.
First, the formula can be U3ed to evaluate the efficacy of
the various diffusion components currently utilized by edu-
cators. Second, the formula can be used to determine the
place of people in the educational change process. That is,
who initiates activity, who sustains the activity, who adopts
it within their practice, what norms influenced adoption,
and so forth. Perhaps a better understanding of the human
factor in the process of change would result form this type
of study. And third, the formula can be used to obtain base-
line data about innovations being offered to the field.
Data of this sort are needed to relate factors like dif-
ficulty, complexity, expense, and. time to methods of diffusing
publi
re sear
0. Wolf, Jr,, Change for the Sake of Change, (un-
l sted document utilized by Prof. Wolf in his course is
ch at the University of Massachusetts, 19 h- >> P • -*•
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an innovation. 1
-o augment the above, Havelock has developed a guide to
the process’ oi innovation which is a manual written for
educators working for reform at all levels. These people
are the CHANGE AGENTS of education. The book does not tell
wnat 1- changes should be made nor does it recommend specific
innovations, but it does provide a good deal of information
on !’how" successful innovation takes place and "how” change
agents can organize their work so that successful innovation
will take place.
As a guide to a process as complex as innovation, the
author is concerned with ideas designed to assist the organi-
zation contemplating change or in the process of change by
providing a CONCEPTUAL ORIENTATION, a way to organize think-
ing and planning about specific activities. Beyond this it
gives ideas on WHAT THINGS TO LOOK FOR (including THINGS TO
AVOID) in yourselves, in your clients and in your procedures.
It is also a CHECKLIST-REMINDER on important aspects of the
process, and directs the change agent to important LITERATURE
AND RESOURCE PERSONS AND ORGANIZATIONS who have something
to say about specific issues dealt with today or tomorrow.
Finally, the author provides guidelines for MEASUREMENT,
EVALUATION, and DIAGNOSIS of the problems which are confronted
, p. 139 •
'
t t
-'‘'Havelock, ou. c i t , , n. 3
•
5and offers TACTICS and STRATEGIES that have been used sue-
cess fully by others.
The Havelock process guide to change is certainly noth-
.ing new in that it bears many of the aspects of various
change models. It doe3, however, build into itself aspects
that transcend the traditional linear change model which
usually postulates four distinct functions to educational
change--research, development, diffusion and adoption (e.g.,
Clark-Guba Model), Havelock offers a number of orientations
to change which utilize concepts and research findings from
the behavioral sciences for the purpose cf facilitating
improved functioning of an organization. In particular, he
presents a model that utilizes a systematic, nrcblem-solvi
^
process undertaken by members of an organization with pos-
sible assistance from consultants tc improve the organiza-
tion in such a manner that it can reach and sustain an
effective level of functioning in a changing environment.
Associated with Havelock’s process guide to change are
his three major strategic orientations: the problem solving
(P-S) orientat ion., the social interacti on (S-I) orientation,
and the research
.
development and diffusion (RD&D) orien-
tation, The orientation which best resembles the Quabbin
change orientation is- the P-S Orientation
the model below:
as repre s ent ed i
n
FIGURE <?, 1: The Froblem-Solver Strategic Orientation
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The P~S strategic orientation somewhat resembles the
Quabbin strategy in that it utilizes a process that lends
itself to a local school environment* Observation of the
S-I orientation reveals that its concern is with larger
external influences from interaction with resource organiza-
tions, reference groups and associations. It may be construed
as a higher, more complex process of innovation designed to
work diffusion through a social system«»a system larger than
a local school. On the other hand, the RD&D orientation is
one that involves extensive planning, development, produc-
tion and packaging that might better be applied in a labora-
tory or a w lab M school, but it does not apply itseli to a
1o e r. 1 school env ironraent „
The P~S orientation is a strategy that involves an
3 1 Tcjd » t p * 155 •
integrated sequence of steps or phases. It is problem-solv-
ing in that the improvement objectives set and the course
of action taken are developed to meet the specific needs of
the organization. It is collaborative, in that members of
the organization and consultants jointly do rhe problem
-solving. It displays an understanding of organizational
psychology; it offers techniques for facilitating changes;
and, it provides action skills. Finally, it aims at self
—renewal capabi lities--institutionalization of structures
and resources that provide for continuous evaluation and
innovation.
This orientation rests on the assumption that innova-
tion is a part of the problem-solving process which p;oes on
inside the user. It provides a patterned sequence of activ-
ities beginning with a '‘need," sensed and articulated by
the client, which is translated in a "problem” statement
"diagnosis." From the problem statement the client-user-
is able to conduct a meaningful ” search” and "retrieval”
of ideas to concern himself with "adapting” the innovation,
” trying out” and "evaluating” its effectiveness in "satisfy-
ing” an origins 1 need. The outside change agent functions
in a consultative or collaborative role to assist trie user
by -providing new ideas and innovations specific to the
diagnosis. He may also provide guidance on process and
30
probl em- solving.
'
3 iibi.K
, p. 156.
So
Incent 5 ves for Innovation
The "market” structure of the public
school "industry" has a major effect on
school’s decisions to adopt innovations,
and the bureaucratic structure and
incentives of schools shape in specific
ways the transition from adopting inno-
vations to implementing them. 39
Public schools do share a number of common characteris-
tics with other nonmarket-oriented public utilities, in that
they are self-perpetuating bureaucracies'?, thanks to tax-sup-
ported status, certification practices for teachers and admin-
istrators, and the custom of promotion from within. Seen from
this perspective schools resemble many civil service agencies,
notably public health, welfare, and criminal justice systems.
They also share with these systems a characteristic which
profoundly affects their institutional response to innova-
tion. They cannot select their clients and the clients must,
as a practical matter, accept the service, whether or not
he is satisfied with its quality*'10 Also, they operate under
n highly decentralized system of governance, but a highly
complex structure of influences. The 18,000 school districts
in the United States find that each is subject to a range
of local community influences as well as the influences end
legal authority of state and federal government.
39John Pincus, "Incentives for Innovation in Public
Schools , " Review o£ Educational Research , >\ inter 197b?
Vol. I4.I4- No. 1, p* U-3*
^Carlson, op, cit . , p* 3*
Like certain other self-perpetuating bureaucracies,
schools are a labor-intensive craft industry whose managers
often present to the outside world the impression that the
craft is highly specialized, that its functions cannot he
carried out by replacements whether in the form of uncerti-
i’l
f'ied labor or machines. Schools then become a captive ser-
vant of a captive clientele, and its contribution is uncertain.
The thrust behind the initiation of any innovation would
tend to be an improvement of educational processes, better
educational outcomes, economic effiency or economic and
social improvement. Yet, unlike a market economy, the school's
response to innovation has been:
(1) more likely to adopt cost-raising innovations
(2) less likely to adopt cost-reducing innovations
(3) less likely to adopt significant changes in
resource mix (threat to the guild structure)
(I4) more likely to adopu instructional processes
or new wrinkles in administrative management
(brings about little change)
(£) less likely to change accustomed authority roles
(6) be equally unwilling to face as competitive ,. 2
firms have to face large-scale encroachments'"
Schools, therefore, seek to maintain bureaucratic and
social stability. From the viewpoint of a market economy,
it may be argued that many of the innovations adopted by
schools are nothing more than fads since
Pi ncus , od
,
cit »
,
p. 1 If?
*
^Ibid.
,
p. 116.
there is little or
no serious attempt to validate them in terms of productivity
or effectiveness criteria—or any market-like mechanism
that separates the wheat from the chaff. The validation
process for educational innovations is ultimately measured
by bureaucratic and social acceptability.
The bureaucratic factor supporting innovation vs 3
thought to be ’’per capita" school spending, a view based
on the extensive studies of school district administrations
conducted by the Teachers College. More recent research,
however, supports the following factors:
( 1 ) bureaucratic safety (self-perpetuating)
(2) response to external pressures (financial constraints)
( 3 ) approval of peer elites (key figures
Based upon the outline of Glaser in Increasing the
Utilization of Ann lied Research Results , students of change
have found the factors supporting innovations in organiza-
tions to include the following: organizational attitudes
that support change (such as free communication, support
administration and colleagues, high staff morale )
2
clarify
of goal structures, organizational structures that favor
innovation (sufficient decentralization of authority, exis-
tence of a large number of occupational specializations,
existence of structures for self-renewel-); professionalism
Social Research on Utilization of Scientific Knowledge,
University of Michigan, 1969,
of staff; organizational autonomy (not excessively dependent
on public opinion or tests of political feasibility to val-
idate planned change); and a few strong vested interests
in preserving status quo method of operation. Taking into
consideration the existing constraints, schools tend to
voluntarily adopt innovations which promote the schools 1
self-image by demonstrating that schools are:
(1) ‘'Up-to-date” (modern plant, curricular offerings,
etc.
)
(2) '‘Efficient” (new budgeting and accounting
systems
)
(3)
"Professionalism” (workshops, in-service train-
ing, etc.)
Oj.) "Responsiveness” (formalized links to parents)^'1
Empirical evidence as illustrated in S ome Aspects of
Research and De vs.ion merit in the United States shows that
small districts adopt fewer innovations than larger ones,
presumably because large districts are more able to keep
informed of now methods, and face a wider variety of both
external and system-generated pressures for change. As of
1969 it pointed out that the most widely adoped institutional
innovations were: teacher aides, ability grouping, teem
teaching, elementary resource teachers, movable partitions,
T.V. instruction, and non-graded sequencing. Also, curricula
innovations were widely introduced between 1965-69 in science.
1
1
E
,
M , Glaser and H . L , Ross, Increasing, tne
of Applie d Rest 1 Results
>
bos Angeles: Human
Institute, 1971> P* 122.
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math and reading with the prime influences coming from KPS
and from the sales effort of new commercially marketed
curricula (e.g., the EDL reading laboratory and SRA reading
program)
.
These findings indicate that planned research and
development efforts are, in curriculum change, likely to be
more effective in gaining adoption than most modest efforts,
the current success of the Southwest Regional Laboratory
prereading program being another case in point. It is
important to note that the NFS and SWRL programs were worked
out in collaboration with practitioners, which helped to
encourage the adoption. Finally, programs were widely
publicized and praised by professional educational groups,
so that there were social pressures for adoption.
Because so many factors, not the least of which are
the uncertainty of benefits and the certainly of resistance,
tend to operate against any substantial voluntary change in
the structure of the schools, desires for programs and reform,
therefore, tend to be channeled into ’’refer'
1 areas. This
would include those areas that involve spending more money
on the existing resource mix (more teachers, more adminis-
tration, etc.), or those that involve the kinds of change
in curriculum or administration that do not seem to threaten
organized groups in and outside of the bureaucracy,
i 3 the collateral- reason for the often-noted prevalence of
faddism in school reform. If structural changes ave
prohibitively costly in real terms, then the at tract! vr.-. eaa
or les3 costly reforms, or even of chasing after will-of-the
,
h<
-wisp, is high lined.
Many innovations are implemented in a manner so that,
they never get a fair trial. There has been wide-spread
support for the adoption of such innovations as ungraded
classes and team teaching; yet* these innovations are rarely
implemented. A school district will adopt ungraded classes
and then implement it by teaching essentially a graded cur-
riculum in the t?ungraded‘ ? class. There are several reasons
for this failure to implement innovations effectively. In
particular, R&D organizations frequently do not provide
sufficient implementation guidance. Also, teachers, admin-
istrators, and students may not accept the obligation to
change their behavior patterns in ways consistent with, the
implementation. On the other hand, schools may simply net
know how to implement the innovation.
In spite of prodigious effort, common
guidlines that guided did not exists
the language of school organizations,
teaching and goals for pupils remain
metaphorical and literary
t
but neither
practical nor scientific
There seems to be a greater interest in the language
of innovation then in the complexities oj translating '•fui-
guage into innovative practices. This style may well be
^P.incus, o£. o it; ., p. 12lj..
}+6 C. M. Smith and R* M. Keith, Anatpmv of KducaU^l.^
Innovation, New York, John Wiley and Sons, 1971 » PP-
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entirely reasonable in the absence of evidence that conclu-
sively supports the advantages of the innovation. For the
school's purpose, verbal adoption may be entirely sufficient,
and a preference for the verbiage of magnificent vista 3 haa
been noted by various observers. Inherent in all of this
appears an important causal factor which points to a lack
of communication between sponsors of innovations and the
ultimate users- -students
,
parents, and teachers- -which tend
to work against change at the user level
.
School districts are hard-pressed between voter reluc-
tance to raise property taxes and employee wage demands.
This squeeze tends to buttress whatever preference the school
authorities have for system maintenance over innovation,
and the actual flow of funds is likely to reflect those
preferences. Some attributes of federal aid enhance these
tendencies, and act to discourage incorporation of innovations
into the school system. Pet projects exist between one and
three years, and seed money must be replaced by the district
at great costs. There are no clear-cut governing policies
toward innovation. "Soft money” is frightening and not worth
the effort. Finally, support of innovations is small com-
pared to impact aid and compensatory education* v If one is
to believe Fov.’ies and Gintis , the only way- to change the
• '4 ^ r»
*
Fullan, ” Overview of
j f -
•
•
•'
, %
v Pineus, op .
the Innovation Process
p. ij.3.
and the
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schools
schools
majority
way that
is to re i orm or revolutionize society, because the
today are in effect performing the role that the
influences in society want them to, and not the
reformers want them to.
Problems
Presently, the great gap between research and the
organization, and the related problems that illustrate the
following must be addressed:
(.1) Researchers are more interested in disciplinary
prestigue than in problem-solving in the schools
(2) A great gulf exists between innovation and imple-
mentation even with regional laboratories incen-
tive to produce R&D results
(3) Researchers disseminate results through journal
articles and reports; practioneers learn through
briefings, meetings and informal discussions
(Ij.) R&D change model view the schools as a passive
adopter of new products
(£) Researchers and practioneers often don*t speak
the same language because their operating styles,
perception of issues, and priorities are dif-
ferent , l|-9
From the above it would appear that R&D agencies should
become problem oriented- and at the same tame conduct work-
shops, seminars and institutes. Also essential, would be
R&D assistance during the implementation period, vri crea-
tion and mutual understanding are essential, D&D rust turn
to o. clinical model of change, one which adapts general
^ tbld
. ,
p. 133.
or processes to the engineering model which offers
a standardized product to the clients at large.'’0 Case
studies of innovations are also needed that deal with imple-
mentation. i here is to oe considered the analysis of incen-
ti’/e patterns, and possibly the restructuring of system
incentives
. finally, experimentation is the only answer in
that there can be no agreement about the nature of priority
of social objectives.
b primary
This chapter reviewed studies on planned a n n o:ionr.l
change with reference to the problem of implementing organi-
zational* innovations. I arrived at the following conclusions a
It is apparent that the model growing out of diffusion and
adoption studies offers little use for understanding what
takes place during an organizational implementation endeavor*,,
The planned organizational change literature suggested into .*-
nal and external organizational conditions existing prior to
a planned change endeavor that could have an impact on the
degree of implementation. A small portion of the literature
considered the period during which the implementation
occurred* Many studies fall victim to a typical problem in
tha l they had serious methodological or conceptual short-
e. House, T. Kerins, and J. M, Steele, "A Test of
the He search and Development Model of Change,'
1 Educat * goal
Administ ration QnaoterTv, January 1972, p* 1U.
comings
.
My review oi implementation studies substantiated the
statement made by many observers about the paucity of know]
-
enge concerning the conditions influencing the implementa-
tion of organizational innovations. It illustrated that the
success or i ailure of organizations to implement innovations
assumes that members are initially resistant to change and
that it is the ability of management or a change .agent to
overcome their resistance that accounts for the success or*
failure of endeavors to implement innovations. This
explanation ignores important considerations about obstacles
to which members who are. not resistant to change may bo
exposed when they make endeavors to implement innovations*
My review indicated that there was a great need for
in-depth studies of organizations, in particular schools,
trying to implement organizational innovations in order to
isolate factors that inhibit and facilitate their imple-
mentation
CHAPTER III
RESEARCH PROCEDURES AND DATA COLLECTION
The rationale for the selection of the basic research
strategy and the specific techniques used in this inquiry
was based on a view' that was expressed in this way:
People who write about methodology
often forget that it is a matter of
strategy, not of morals. There are
neither good nor bad methods, but
only methods that are more or less
effective under particular circum-
stances in reaching objectives on
the way to a distant goal,!
This chapter presents the major methodological approaches
used in designing and carrying out the study and the reasons
for the decisions made concerning them. I .shall consider
first why the case study method was employed. Then I shall
discuss the following matters: securing formal administrative
approval for the inquiry, gaining assistance from staff who
had part ici oated in the implementation .of the innovation,
and discussing the significance of my role as a "participant
observer." Finally, I shall describe the procedures followed
and the major problems encountered during the field-work
phase of the investigation.
Rationale for the Use of the Case Study Method
From the time that it was first thought to be essential
1 George C, Homans, "Strategy of Industrial Sociology,'’
American Journal of Sociology bO , x Hi;Fd «
to share the change experience, the significant objectives
of the study were stated as follows: U) to ascertain infor-
mation to increase the author's knowledge of conditions, in
addition to members* resistance to change, that did serve to
clock or facilitate the implementation of organizational
innovations} (2) to ascertain whether there was any empirical
support for the author* s contention that the change process
utilized was a truncated version of many contemporary ideas
ana research on the matter, viz,
,
the Havelock Change Process;
(3) to examine the consequences of the role performance of
management for the implementation phase of the process of
change
«
The author deliberated about the most efficacious means
to pursue these objectives in light of the fact that he had
participated throughout the entire implementation phase as
a responsible member of middle management whose job it was
to implement the various innovations planned at this time.
During the adoption and implementation stages, however, care-
ful consideration was given to document all aspects concerned
with planning such as PERT charts, flow charts, and recorded
minutes of all meetings* Consequently, voluminous amounts
of recorded data exist that contain the essence of this
experience in educational change and innovation. It was also
concluded that the research design should include certain
additional specifications *
First, data would need to be obtained from those staff
members who nad participated in the innovations to check
their attitudes, peri ormance, and perceptions concerning
the strength^ and weaknesses of each innovation and the
manner in which the innovations were implemented. More
specifically, data would be required that covered the period
of time when the innovations were introduced, when efforts
were first made to implement them and when an assessment
could be made of the extent to which the innovation had
been implemented. This particular methodological specifica-
tion was essential to obtain a detailed description of the
organizational dynamics that occurred after the introduc-
tion of the innovations into the educational organization.
Second, the study should be designed so that the research-
issues could be examined in as objective a setting as
possible. Third, the procedures used should permit a rap-
port between the participant observer and the participants
that could be maintained over a relatively lengthy period
of time. Fourth, the research strategy should make provi-
sion for the use of a variety of techniques for obtaining
data.
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Observat ion
One principal consideration of the stuoy is iccused on
the ’'participant—observer n as a credible posture to be assurm
by that individual selected to be
tributor to the imploniv station o’.
both researcher and
innovations at hand.
con-
Participatory observation, is certainly not new or radical as
a mechanism for providing instant, analytical feedback to
the changing organization. The person in this position may
be heralded euphemistically as an educnti onal auditor.
Realistically he becomes the nerves of the organization i
^
he is to be effective. His most important function is
revealed in the incident below.
It was Ernest Hemingway in the early 19bO f s who first-
revealed the characteristic required to be a "great writer"
when he was goaded into answering the question by replying,
"In order to be a great writer a person must have a built-in
shock proof crap detector." In his response, Hemingway
identified an essential survival strategy/ One may look
at the history of education and realize that there has been
a deep veneration for "crap." The history of change on
the other hand is a chronicle of the anguish and suffering
of men who tried to help their contemporaries see that some
part of their fondest belief were misconceptions, faulty
assumptions, or practices that were either ineffective and,
perhaps, even harmful. The participatory observer, therefore
must be a person that would be able to cultivate the techniqu
of "crap detecting" to the extent that be would be able to
set before the managers of change those things that appear
to be faulty, illogical or down-right stupid.
^Neil Postman and Charles
Suhersive Activi try , New York:
Weingartner, .leaching ajs a
Deli Publishing Co., 1969# p.
There are many ways to describe this function. Nornr. rfc
wiener would insist that the participant observer would
function as an "anti-entropic feedback system." "Entropy"
is the word used to denote a general and unmistakable tendency
ol all s}, s terns - —natural and man—made-— in the universe to "run
down $ to reduce to chaos and uselessness. The process mav
no u be reversed but it can be controlled. One way to control
it is through "maintenance," as stated by Eric Hcffer. It
is his belief that the quality of maintenance is one of the
best indices of the quality of the system in its particular
state. Wiener uses a different metaphor to get at the same
idea when he says that in order for there to be an anti-entrc-
pic force there must be adequate feedback. Changes and inno-
vations may not run down, but they often run-a-muck. In
other words, we must have instruments to tell us when we are
running down or astray, when maintenance is due. For Wiener,
such instruments would be people or persons who have been
educated to recognize the intricacies of change or innovation
implementation, to be sensitive to problems caused by change,
and who have the motivation and courage tc- sound alarms when
anything resembling entropy accelerates to a dangerous' degree
This is what is meant by "crap detecting." This concept is
also the thing that would provide what John Gardner coins -
the "ever-renewing society." This perspective allows one t.o
be a part of his own system and, at the same time, to be out
.
One views the activities of his. group much like anof it
anthropologist observing tribal rituals, fears, conceits.
In this way it is possible for one to recognize when reality
begins to drift too far away from the grasp of the tribe.
To achieve such a perspective is not easy if one con-
siders the difficulty associated with one’s ability to achieve
a high degree of freedom from the constraints of the tribe
or the system. If we assume that others have been victimized
by indoctrination, is it possible for anyone, then, to step
out of his environment and remain objective while looking
in? One’s perceptions of what is ’’true" or real is shaped
by the symbol-manipulating institutions in his tribe. What
each of us has to deal with is !,pre judice. 1' None of us is
free of it. However, it is the sign of a competent n crap
detector' 1 that he is not completely captivated by the arbi-
trary abstractions of the system in which he happens to be.
In other words the role of the participant-observer
should reflect two functions that must interrelate. On the
one hand, it is limiting to simply observe, because one is
not able to feel what it is like to live and work in the
particular environment that is being changed. Yet* just
participating without keeping an overall sense of the flow
and structure will also be of slight help. A cove ‘
is essential to be able to share all with colleagues. All
in this situation might include: Where are we in terms of
innovation implementation? What forces are with us; ,
';nich
forces are opposed? How credible is cur position
at this
time in terms of what we are trying to do? What are signifi-
cant strengths and weaknesses? Are we all communi eating?
What is the facility* s perception of the structure? Are they
comfortable with it, or do they have to subvert it in order
to survive? These questions are hard because inevitably
they involve your own or someone else 5 s ego. But they must
be raised if there is to be ar.y growing. If the participant
-observer function is accepted, it resides within the struc-
ture as a system that is "supportive", and as such it is a
role that may be assumed in an alternating manner. The key
then is supportive in this process.
Data C ollection : Methods And Procedures
Taped Dialogue
This researcher utilised three approaches to data
collection. The first is contained in an overall account
of the Quabbin change experience which appeared in an article
published in the Journal of Research and Development in
Education Volume b. Number I4., Summer, 1973s under the tiolej
"The Quabbin Story." Six persons contributed to the taped
dialogue focused on the Quabbin experience in implementing
a series of innovations that fell primarily under* sine umorell
of "differentiated staffing patterns." A University of
Massachusetts professor from the school oi eduv. ai ••bo
worked with the system as a change consultant, the superin-
tendent of schools for the Quabbin Regional School District
7who was responsible for the initiation of the innovations
that were implemented, a Quabbin Regional School Committee
member who was drawn into the system at a very cricial point
to deal with the controversy, as it had come into the
community, the president of the Quabbin Regional Teachers’
Association who defended the teachers’ position S 3 it stood
in opposition to working conditions that were in violation
of the teachers’ contract, a learning manager whose respon-
sibilities resembled quite closely those of a junior high
school principal, and the author who functioned as a partici-
pant observer and who worked in the system as a learning
coordinator in the humanities unit all contributed in an
informal transactional manner. The dialogue was, however,
designed to focus in a reflective manner on the (1) need for
change in this system, (?) the particular changes that were
brought in, (3) the process by which the innovations were
implemented, and (k) the degree of success of the innovations
that were implemented into the organizational structure.
Beyond this, there was also implied in the willingness oi
participants to experience this, a hope that, perhaps, more
light could be shed on the problems that developed relative
to the innovations that seemed to be in violation oi teachers-
contract or good, healthy educational practices. This aspect
of the involvement was a cathartic venture on the
behali ot
each contributor in that only one attempt was ever
made to
assess this change experience and that was
a week-end retreat
to a hunting lodge in New Hampshire at a critical point when
much in-fighting was beginning to surface. The retreat was
considered a success, but, like many successful things, it
was short-lived and not followed up.
T aped Interviews
The second approach was an in-depth interview with three
key personnel who could offer perceptions on the changes and
innovations from three distinctly different perspectives.
The first interview, and the lengthiest, was with the super-
intendent of schools. There is no question whatsoever that
he and he alone provided the strategy for the institutional-
ization of a number of organizational innovations that fell
under the umbrella of "differentiated staffing patterns."
It is also fair to mention that the particular innovations
that were implemented into the organization were those that
he had selected prior to the implementation stage. The
interview focus was directed at the superintendent as an
"exciter" of change although those involved in the system
at the time would have preferred to regard him as the inter-
nal change agent. The phrase change excl tor would be the
one that he would- prefer in that it does provide a connota-
tion from the interest stage to that of adoption.
Through the interview technique the author desired to
expose the qualities of the man who managed a rather large
innovative operation. This exposure is not designed to nega
a particular quality, but, rather, to offer a close sen; tiny
of the man’s beliefs and practices as they worked on the
change process and the selection process which determined
what innovation would be implemented. Questions built
around these objectives were prepared. The interview took
place in the superintendent’s office in the afternoon. He
graciously gave of his time and energy in this undertaking,
he felt strongly about contributing to this investigation,
and the interview will attest to his frankness in answering
all the questions S9t before him. He is an educator well
“Schooled in change process.
Unlike the dialogue technique, the interview provided
the opportunity for selective questioning that would ride
deeply into a particular issue. It also gave the inter-
viewer an opportunity to vent his feeling in a less threaten-
ing way.
The next interview was with the president of the teacher
union. Here once again the author desired to provide an
opportunity for in-depth narration on the Quabbin change
experience from the perspective of the teacher. The presi-
dent of the QRTA was exposed in the same manner as the
instructional staff to the innovations that were implemented.
There v;af$, however, a tremendous amount of responsibility
on her shoulders to carry any and all complaints to either
informal resolution or to grievance. Beyond her role as a
junior high school social studies teacher, she governed the
IS
teachers’ union during the years of critical confrontation.
.1 he teachers’ union emerged as a strong monitoring agency
out of the conflict that transpired during the innovation
implementation stage.
Central to the focus of this interview are three points;
(1) the extent to which the teachers perceived the need for
organizational change, (2) the willingness of the teachers
to change their behavior as it was prescribed within the
innovations, and, (3) the degree of successful and unsuc-
cessful implementation of innovations and the results there-
of. Also of significance is the behavior of those managing
the change process, and, in particular, that of the super-
intendent of schools who assumed the over-all responsibill ’ey
for at least initiating into the system the organizational
changes that were pursued
„
The final interview \«is with a member of the Quabbin
Regional School Committee who felt compelled to serve on the
school committee when the conflict within the school between
the teachers’ union and the school administration flared up
in the community and fear developed that the education o.
the youth would be endangered. This particular school com-
mittee member was voted on to the school committee like two
others out of a political shake-up which caused old school
committee members to either resign or not run for re-election.
The new school committee members who replaced the old during
this period were members of a. parent group that B.sscd
fot
clarification on the practices undertaken at the school and
requested enlightenment on the conflict that was apparent to
the extent thau students brought it home to their parents.
This interview would round out the field of perception
as it gazed on the Quabbin experience in organizational
change. it was essential to gain the perspective from the
community which may be considered a reflection of the percep-
tion of the students. In this instance the author moved
his focus into the area that dealt with the following:
(1) the communities’ need to respond to what it felt to be
a precarious position for students caught in a conflict,
{?.) the communities' willingness to behave rationally as it
pursued answers to numerous questions linked to the innova-
tions that we re implemented, and (3) the political effective-
ness of the communities to implement changes relative to
the conflict at the local regional high, school.
The taped dialogue and the interviews with three key
personnel constituted what may be called a i! framed narra-
tive.*’ The reader is able to grasp in total a historical
perspective that resided within the taped dialogue, ihere
are numerous foci in this portion of data which bu3.lt the
whole tale from beginning to end. Architectonically » tre
taped dialogue formed the outer frame for its scope and
perspective was purposely broad. It was an excellent le<?u
in because it was comprehensive and somewhat derailed m
- - * •
-- the other hand, formed asections
.
Each interview, on
smaller interior frame that held particular foci that were
treated in more depth. Rationale, justification, and addi-
tional reflection offer the reader in this section a behind
-the-eye-ball insight into the behavior, thinking, and beliefs
of those being interviewed. Change perceived here is drama
as human beings come into play with new ideas.
S e 1 f-adm i n i s t e red Teacher Que s t ionnaire
The final technique which the author utilized and which
molded an even small interior frame for the narrative was
the self-administered teacher questionnaire. Twenty-one
professionals, those still in the system who had been a part
of the Quabbin change experience, completed the questionnaire.
The group included: one administrator, five L/C’s, and
fifteen teachers (these constitute the positions held during
the change period). The questionnaire was distribited at
a meeting. It was discussed in depth. There was no time
limit for completion. All questionnaires were returned with-
in one week from the time of issuance. The twenty-one
individuals completing the questionnaire were enthusiastic
and willing to contribute bo this study m any way.
Through the questionnaire the author intended to trace
the stages that lead bo the implementation of the differen-
tiated staffing innovations and others within the d/s frame.
The questionnaire started with the awareness and interest
stages and directed the teacher, learning coordinator or
administrator to respond to items that (1) new educational
ideas were shared with the faculty, (2) their reactions to
v>he ideas, and (3) the manner in which the ideas were directed
in the school and by whom.
The next phase of the questionnaire constituted a
quasi-evaluative and trial period. In this section the fac-
ulty was asked to deal with the following: (1) the part
each played in looking over what appeared to be tentative
organizational innovations, (2) the nature of communication
at this point, (3) the degree of comprehension each had 01
the ideas that were circulated, and (I4) the probable need
for inservice education for understanding and behavior changes
that might be prescribed.
Within the next section, each person looked at the
organizational innovations in the implementation stage and
focused on the following: (1) the part each saw himself
playing, (2) the obstacles that appeared, (3) the initiative
each lent to make the innovations work, and ( I4. } the type of
atmosphere that developed in the wake of the organizational
innovations as they became institutionalized.
The next section of the questionnaire dealt with the
implemented organizational innovations and directed itself
to the following: (1) the discernible effects of the imple-
mented innovations as perceived by each on the student body,
staff, and community, (2) the individual reaction to the
implemented innovations, and (3) a reflection (hindsight
<9
being <r.'0-20) on the nature of change and change process to
facilitate innovations into an operational mode.
The last portion of this section of the questionnaire
was a survey of those involved in the change experience to
describe the background of each participant relative to age,
training, and position in the system. Also attached to this
portion were two questions the first of which dealt with
things that were favorable and unfavorable to the change
experience, and the second dealt with forces that were either
favorable or unfavorable to the. change experience. Both
requests were prioritized through consensus of those partic-
ipating in the questionnaire* A modified Delphi technique
was used to gain consensus in both cases.
Part III of the Self-Administered Teacher Questionnaire
is the Leader Behavior Description Questionnaire which was
found to be a most effective instrument available to measure
teacher perceptions of the superintendent from two separate
behavioral dimensions? (1) consideration, and (2) initiat-
ing structure. The questionnaire consists of a series at
statements, fifteen on each dimension, about the superintendent
on a five-point scale ranging from 4 to 0 are used to quan-
tify the instrument to enable the researcher to plot tne
mean scores of both dimensions into one of four quadrants
3p0r details regarding this instrument sees Kolph K.
Stordill "Manual for the Leader Behavior Description
Questionnaire Form XII," The- Ohio ?tate University,
Bureau
of Business Education, Columbus, Ohio, 1 V 63 *
for purposes of analysis
To increase information regarding the superintendents
perceived real and ideal leader behavior, the LBDQ was given
on two occasions. On each occasion the items were not altered
but the directions to the respondents were modified so that
the desired information was obtained.
First, to determine teachers’ perceptions of their
superintendent’s leader behavior, the LBDQ was employed with-
out modification. All teachers were asked to complete the
questionnaire. The unmodified instrument is referred to as
the LBDQ Real in this study. Second, to provide additional
information, an alteration was made in the directions of the
instrument to allow teachers to indicate what they consiti:...-
to be the behavior of an "ideal” superintendent for their
school. The responses are to be compared to the responses
given on the LBDQ Real to identify the difference between
what teachers perceive to be the superintendent’s leader
behavior and what they identify as ideal leader behavior.
Because no instruments exist which measure ideal leader
behavior in terms which correspond to the two dimensions of
the LBDQ, the use of this instrument with the alterations in
directions (called LBDQ Ideal) was essential to keep all da to
compatible with the theoretical frame-work of this study.
It must be noted that only the basic directions were changed
5
no items were altered in any manner*
The superintendent was also asked to participate, he
«,,
ras asked to rate bis own behavior on tho same two dimension -5
as those on which his teachers rated him. Again, the onlv
modification 01 the LBDQ concerned changes in the basic
directions. The directions were modified so that the super-
intendent would have the opportunity to describe what he
felt to be the idea] behavior of a superintendent in his
school. Again, only directions wore changed, and the same
two dimensions used in the LBDQ Real were studied.
A most critical question formed the basis for the
hypothesis to bo tested in this part of the study. The
question was, ”Is there any relationship between the super-
intendent 1 s style of leader behavior and the school’s ability
to implement change?'’ The author hypothesised that the
school’s willingness cr ability to implement change would
be contingent on a superintendent who tended to use personal
style behaviors high on consideration rather than normative.
It was essential to pre-test the questionnaire through
an internal consistency check to insure reliable data, >.nere—
fore, three teachers worked with the author in the construc-
tion and initial criticism of the instrument. In particular,
it was important to sequence the questions m the most appro-
priate order, and to build questions that would gain results
- without projecting an opinion on the part ox the researcher.
After the first questionnaire was constructed, the
twenty
-one participants were asked. to critique it before
it became
finalized. This was done. The information
gathered from the
questionnaire critiquing was taken under consideration V
the questionnaire construction committee and the final pro-
duct was developed to the satisfaction of all.
Questions Central to Data Collection
The data collected and the methods and procedure of
analysis will deal with five questions that reflect the majo^
concerns of this study as stated in Chapter I. Below are
the questions to be analyzed:
Question #1: "What was the management style utilized
by the Superintendent as the promoter and implementor
of change as depicted in the available data?"
Question #2: "What was the nature of the Quabbin
change process, and how does that process compare with
that expounded by Ronald Havelock?"
Question #3: "How did particular, significant events
in the * Quabbin Story* impact on one another, and what
was the magnitude and significance of each impact on
the total env ironment
?
1
1
Question #ij.: "How did the administration and the
Quabbin faculty transact through the various phases
of implementation of organizational changes?"
Question #5* ’’How did particular forces impact upon
the organization in its desire to change?"
Methods Central to the Analysi s of Bach Que st ! on
Question Ho, 1 addresses itself to the leadership style
of the superintendent, “ftro Leadership Description Question-
nf iro is used as a basis to plot the Superintendent * s leader-
ship style. The leadership style of the superintendent may
be analyzed by plotting the mean scores on both dimensions
according to where they fall into each of four quadrants:
(l) "above the mean on Consideration" and "above the mean
on Initiating structure," (2) "below the mean on Considers*
tion" and "below the mean on Initiating Structure," (3)
"above the mean on Consideration" but "below the mean on
Initiating Structure," and (4) "above the mean on Initiat-
ing Structure" but "below the mean on Consideration." The
two means may be consturod as coordinates which define the
four quadrants.
FIGURE 3.1
describing
Ini ti ating
dimensions
.
A quadrant scheme for
loaders* behavior on the
Structure and Consideration
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Question No. 2 touches on the change process utilized,
and for the analysis of this question the writer has selected
Contextual Manning which has been defined as "a graphic dis-
play of the logical and causa; dependencies of functionally
^Andrew W.
York: The
HaIp in. Theory and
MacMilla n Company
,
Res earch in Admin is brati on ,
19 * p» 99*
related phenomena . "
' The method requires that causal depen-
dencies among trends and subtrends be identified; that
logical deductions be made from identified discrepancies;
that implications be derived from stated deductions; that
possible alternative directions of trends be identified; end
that the consequences of each alternative be delineated*
Two basic assumptions underlie this method; (1) that forces
which create a d.iscernable direction of progress are more
likely to continue than change, and (2) that the combined
effect of such forces will promote discernable change
patterns
,
This particular methodology has certain advantages in
that it provides a vehicle for forecasting alternative and
comparative futures. It also makes use of the systems
approach to forecasting. The method balances analysis and
synthesis. Through contextual mapping a problem may be
dimensional! zed in terms of multiple variables and solved
as an entity. Handled appropriately, the method becomes an
organized, disciplined way of approaching complex problems,
Tnere are limitations to this method. First of all,
it is an extrapolative process, and it is somewhat dependen
on subjectivity arid interpretation. Also, it is based more
on imagination than data. Finally, it is difficult to
establish parameters. The process involves identification
^Perry Rosove, An Analysi s of Possible Future Roles of
Educators as Derived from a C ont ex tuaj nap , Santa honica,
CaliforniaT’* System Development Corporation, 1962, p. o.
of all components and variables affecting the problemU).
Question No. 3 focuses on the impact that particular
events have on one another. For the analysis of thi 3 par-
ticular question, the Cross Impact Matrix (CIM) method is
used by which the interrelated items in a 3 et of events and
the impacts thereof can be considered as to the significance
of the interactions of the ideas under consideration. The
CIM can be used to consider both the probability of occur-
rence of an event and the impact this probable occurrence
could have on other events. Data from the matrix can be use-
ful for the long-range planner in estimating how a change of
a cluster of occurrences might be expected to significantly
alter a future state. The cross impact matrix techniques
are a powerful tool "for clarifying the relationships between
and among events and for determining the possible implica-
tions of alternative policies and the influence of external
events on these policies."' The entire process involves
developing the linkage between the individual events to
determine if there are any . significant interactions or pat
terns of interactions.
There are at least three considerations that must be
examined through this
i literactional element
process* The first and the easiest
is that of time relationship. This
^Richard Rochberg, Theodore J
The Use of Cross Imo act Matri c es
Mi dd "J s town
,
Conne c ticut : ins t
i
1970, p. 6,
.
Gordon, and Olaf Helmer?
for* Forecast inf: and PI inn : ns.
• e~for the Future, April
would give the logical and causal influence of the impact
of one event on another which contributes to the overall
relationship of the various events* In addition to time,
the two other factors to be considered are effect and force.
In terms of effect, the question is, "Does event A have a
positive or a negative relationship to event B? Does A
enhance or retard the probability of B? Is A a necessary
and/or sufficient condition for B to occur?"
Probably the most valuable aspect of the CIM method i3
the determination of inputs. During this stage, either the
investigator or the participants who are playing the rare
are forced to examine very carefully the nature of the event
under consideration with respect to interactions or* other
events, as well as the probability of that event occurring,
with respect to other events#
There are some limitations of the technique. For a
sound data base, one critical variable in dealing witn a
large number of events is that of obtaining or developing a
computer program that car- perform the analysis, uovever,
where the number of events is limited, a variety oj. simple
exercises can be designed wherein the participants can deal
with the positive and negative impacts of the various
events,
display this reaction to their group, and work through
the
eventual relationships between those events being
considered.
Y Delayne Hudspeth, "The Cross Impact Matrix ,9
"
Education; St : .
Berkley* California, MeCutchan £
p. 12b
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This development can be and usually is a tedious and tine
-consuming process.
Question No. U centers on the nature of the relation-
/
ship that existed between the administration and the faculty.
One way to scrutinize this relationship is through a trans-
actional analysis methodology. Here it becomes necessary
to examine organizational and individual need3 as they are
reflected in the four possible life positions with respect
to oneself and others:
1. 1*711 not OK » You* re OK
2. I*m not OK - You're not OK
3. I'm OK - You're not OK
Ll. I'm OK - You're OK9
These same life positions may be seen as group relationships
within an organization or the relationship that the organ: 1 -
zation has toward those in it.
Within the transactional states given above we must
also examine the “stroke' environment that has boon created.
In this instance stroking is a behavior on the part of an
individual or organization to offer positive reinforcement
to those within the environment 0 Stroke
categories. For example, they may be pb
warm or cold., fuzzy or prickly, and a - *•
Thi 3 need to be stroked accounts for the
<5 f&ll into numerous
y q i c al or symbolie,
rset or concrete.
stimulu s, hunger of
^"’Thomas A, Harris, M* D*. QK
Harper & Row, Publishers, 1969.
^Ibid., p, 1|3*
Your * re OK , New Y ork
:
anU
the organization. Also, it is essential to be aware of two
myths that have been built around stroking. The first is
that each of us carries about with himself a limited bag of
strokes; therefore, give them out sparingly. The other is
that a stroke should not have to be requested. There is no
basis for either of these statements.
Besides stimulus hunger there is also s tructu.ro hunger
that must be considered because it creates the involvement
or time profile of the individual or the organization.
There are six behavior categories that constitute the way
that one spends the two to two and one-half billion seconds
one has to live:
0 a t e a c r :> { G ame s )
1. Withdrawal
2. Rictuals
3. Activity
);. Pastimes
Games
T ntimacy
Behav:! or
sleep, day dreaming
social exchange
work
talk
limited intimacy
intimacy, honest rela-
tionship between two
persons
Those activities above call for one to answer a number of
questions such as: How dc X want to spend my time.' \.x or
whom? In particular, the structure profile of the organiza-
tion can be quite revealing in terms ot the particular
activities to which it fosters or is committed.
It is also essential to be aware o'. nojllJtLsxl
which covers tha concern for sel.f love and love of others:
Self Love +
Not OK OK
Love of Others
You* re not OK You’re OK
Position hunger will shift depending on the setting and
those in it. In terms of the system it does provide a data
Lca.se iron, wnich to examine not only the persons within the
organizations but also the organization itself.
The TA methodology also involves an examination of e go
bate s portrayed in the following:
Open System 1, (?) arent - Should’s, Don’t(s)
Odd Clear 2, ©) dult - Data, Computer
Develops First 3 . ©hild - Affective, Feeling
These states of being are not roles but psychological
10
realities, ' They are not concepts like Superego, Ego, and
Id,
Through these structures, ego states* TA attempts to
get the person or the organization into contact with itself.
This activation of awareness of oneself is referred to as
one’s ability to ,? cathect." This is built on the premises
that we are actors primarily, not reactors, that we are
responsible for guy* actions, end that we have choices.
From an ego state portrait it is possible to determine
the sys tem o r me s s age s
:
'0
(p) Don’t(s)
Qy Experimentation
<£>
or*
i*un
O O o
o or 0 or Q
o o O
The profile will provide information from which the question
may be posed: What can I do to change the ego state? Let’s
also examine some of the good messages coining from the
system
;
I believe in you!
I trust youi
You may do what you want to do.
Please check though!
In this way TA gets at the problems in the system or the
individual. It is possible to look at the nature of the
transactions to see if they are complementary, crossed, or*
ulterior.
Finally, what are the d ri vers within the individual or
the organization? In this case drivers would represent
so o i a 1 1y a c ceptab 1 e behav iors:
Driver (?)
1, Be Perfect
2, Be Strong
3, Please Me
4, Try hard
5 « Hurry Up
Message Vi
Th is is impo s s ib 1
e
l
1 must also allow myself to feel!
I must also please myself!
1 must stop trying and doi
I must give myself permission to
slow down!
Linked to the drivers and in opposition to them are
/don 1 1 ( a!7*what Is termed I n junctions
1* Don’t
.
. .
2. Don't be
.
.
. (Don't exist)
3. Don't make it
it. Don't be well (Sane or healthy)
Don't be important
Don't belong
, . .
Don't be you (Sexual identification)
Don't think
.
. .
Don't feel * _
Out of this concern the question must be raised! How
do drivers/injunctions affect the organization? Herein lies
the significance of TA in that it can construct the script
and project the life of the organization or individuals
within it to determine whether what exists is comedy, tragedy,
adventure; what the cast of characters is, their dialogue,
uncrne; and what is the climax toward which we are moving!
There are distinct advantages in identify scripts to pursue
the fo 1 1 o w 1 ng
;
J • What are the messages?
2, What do you want?
3. How do you affect change?
Lo < c87i you cathect A '3 Into the system?
Question No* £ is directed toward an examination of the
forces within the change environment that have influenced
insti ;.uf .t onal change in either a favorable or unfavorable
manner. The methodology used to pursue this issue is Force
- < ie.id Analysis, Kurt Lew in fathered a technique of
9Force-field Analysis that has a long and prolific history
of application in education. lj Social forces, he postulated,
are symptomatic of underlying forces that represent the
dynamic elements in a situation and result in tendencies
12toward or against change. These forces can be identified,
then classified 8.3 "driving’ 1 or "restraining," and predictions
of social events derived there from. Lewin and his .followers
were interested primarily in telesis--"doctoring" the respec-
tive forces to permit or insure desired events in the
future. ^ The elements tied to Force-field Analysis are (1)
the employment of "forces" as causative agents, .and (2) the
use of pooled judgments as descriptors of the causes and of
their results.
One of the greatest strengths of Force-field Analysis
lies in its ability to make a modest beginning toward seeing
ahead and responding to what is being seen. It takes one
endeavor and looks around for immediate impingements upon
that endeavor. Assuming impingements arise from forces, it
selects a limited number o f. forces to be projected into the
future . The impingements on the endeavor ox these icrces
-*~Kurt Lev:in. The Conceptual Representation
ment of Psychol
o
g i c a 1 Forc es, Cl938; reprint ed
Johnson' Reprint Corporation, 1968;
.
end Keasure-
7
,
New York:
- »
1Yurt Lewin, "Frontiers in Group Dynamics,
No. 1 (19l|.7) 5-41.
Human relations
"^pavid H. Jenkins, "Social
Change," Progressive Education
Engineering in Educational
26 (May 19&9) 193-97.
9are then deduced. In reality, not all impingements are
identifiable. What is essential, however, is that there is
a manageable “slice” of what-can-happen to deal with; and
manageability is enhanced by the existence of inertial momen-
tum which, as Daniel Bell says, almost guarantees that tomor-
row will be more like today than different from it."'^
The discipline of this technique is clearly set forth
in Prepar ina Educational Leader s for the Seventies . x The
process is paraphrased below:
1. An enterprise is selected— in this case, a school
system undergoing organizational change.
2. Forces are defined as events or pressures whose
impact upon the organization impels, in specific
ways, toward institutional conflict or change.
3. A knowledgeable observer (participant observer)
scans the present and immediately past environ-
ment that has an impact upon and impels the
organization toward a particular action or reaction,
Great reliance is placed on descriptive and/or
analytical formulations such as those produced
by questionnaires and interviews.
1; „ A limited, or manageable number of forces is then
selected. This may be done through a partic-
ipartory mode such as a Delphi technique would
offer. ' These forces are then projected into the
future. Descriptions are written for each force.
d # The observer draws upon recorded data and infer-
ential summaries to describe the past nature of
each force and the previous impact it has had on
the organization.
^Jack Culbertson eh. &l. f Preo^in£ Educational Leadyy^
for the Seventies , Columbus, Ohio: University Council
i or
Educational Administration, .1- p. . . *
•^Ibid.j
b. Guided by the dynamics perceived in th*' preceding
analysis
,
the observer forecasts the future-nature
of each force and predicts its future impact. 16
Further reflection on the nature of the technique out-
lined should offer elaboration on the fifth and sixth
elements. An observer is not left entirely on his or her
ovn. Instead, certain sensitizing reminders pertinent to
the organization are set down as guides. While these guides
are encouraging rather than restraining, they do propose a
sort of flexible common core of stances to be adopted in
selecting and interpreting data. For example, the authors
of Preparing Educational Leaders used questions as guiding
probes. Here are some questions to guide force-description:
What are the salient features of each force?a
b,
d.
E-
Are there significant and identifiable factors
that have made the force especially visible during
the past year, months, etc.?
Are there relationships between the force and
dimensions cf its environment, that have special
implications for assessing impact on the organi-
zation and administration of the school?
Has the force had demonstrable impacts on organi-
zations or individuals outside of the school?
What is the essential mode of impact or influence
of the force?
At what points on or within the organization has
the force had its greatest influence?
What are some of the major unresolved and emergent
issues posed by the force?i7
^°Ibid
. ,
pp* 2-6.
^Ibid .
.
p.
Other questions to keep in mind would include;
9 ?
ft. Ha 3 the force changed the formal organization of
the school with regard to such variables as size,
number of hierarchical levels, divisions, nature
and number of subunits, span of control, or base
of authority? If so, in what ways?
b. Has the organization been influenced either quan-
titatively or qualitatively through changes in
such variables as regulations and procedures, dif-
fusions of status, task interdependence, and
informal organization?
c„ Are there perceived new relationships within the
organization and/cr beyond that are related to the
influence of the force?
d. Has financial or moral support for the organization
on the part of external organizations, interest
grours, or community leaders changed as a result
of the force?
e. Have new typos of organizational, stress been created
either through ’’overloads” on the system or thi-ougn
highly intense internal conflict in the system?
If so, describe.
f
.
Is the administrator faced with different kinds
of decision problems as a result of the force?
g. Are the sources of conflict which the adminis-
trator must resolve either intensified or of a
different character?
h„ Have there been changes in the nature of internal
administrative processes, such as decision, making,
communication, coordination* planning, programming,
evaluating, and so forth?-''
The observer must be cautioned, however, because the
c oxistruct
Analysis
,
” force” presents a major problem to Force-field
From all the possible constellations o i actions
-by-persons which may be extracted and labeled as
there will probably be an almost infinite number
•'forces
,
”
of choices
18
Ibid.., pp. 5-6.
96
open. Also
,
this technique needs additional protection
against the tunnel vision so likely to ensue from treatment
of force constructs as if each were independent. It is
easier to coordinate an observable, fact to a re-iul tant of
forces than to the component forces individually.
Beyond the data described in this chapter, the author
has placed in Appendix E a series of newspaper articles
arranged chronologically, which illustrated the sequence
of events in journalistic fashion. The value of this infor-
mation was quickly apprehended in that it showed the effect,
that either an individual or group can have in terms of
political muscle by utilization of a public facility like
the press. The articles described quite vividly the sur-
faced conflict and pressed on to allow the public to weigh
the arguments aired by each faction.
The information and all of the data associated with
this study did not require the author to cloak the persons,
places, or events in anonymity. There is nothing contained
herein that has not either been shared with those involved
or been publicly displayed via the press. The willingness
tc contribute to this study and the attitude on the part,
of the participants to seek answers was highly commendable.
In light of' the information contained within the data tnat
make up Chapter IV, it seemed tautological to describe
uhe
school system and communities feeding it.
Summary
This chapter described the research methods in the
inquiry process that were utilized to illustrate best, in
the author’s mind, the Quabbin experience in change and
innovation. Within the chapter primary consideration is
directed at the rationale for the case study method. Also,
the author reported the circumstances which lead to the
administrative and staff approval for the study. In par-
ticular, the function of the author as participant-observer
is defined and discussed so as to clarify his association
with the change experience. The chapter also described
the various data-collection techniques that were used to
support the findings in this study. Finally, questions
that prompted the particular data collection and the meth-
odologies used for analysis are covered in-depth in this
chapter. One idea moves to the surface throughout and
that is the feeling that there is no one best approach for
investigating and analyzing a change experience. This
writer through a varied
temporary me thodologi e
s
approach to analysis using con
offers the reader a number of
perspectives by which to examine the Quabbin change sxperi'
ence
,
CHAPTER I V
DATA: TAPED DIALOGUE, SUMMARIES OF THREE INTERVIEWS,
TEACHER QUESTIONNAIRE RESULTS, AND DESCRIPTIVE QUEST T ON
-
NAIRE OF LEADERSHIP BEHAVIOR
Introduction
The following is the transcription of a taped dialogue
undertaken by this writer to meet the request make by Prof.
W, C f Wolf, Jr. at the University of Massachusetts. It was
Prof, Wolf’ s desire that an attempt be made to re-capture
Quabbin* s experience in change and innovation which would
provide the basis for an article in an educational journal
devoting one publication to communication in change.
Contributors were selected on the basis of their desire
to be a part of the dialogue and on the basis of the importance
of the part played in the Quabbin change experience. Reflected
in the dialogue is an accurate perspective of all factions
involved. The dialogue was, for the most part, extemporane-
ous, It called for an honest appraisal from each participant.
Nothing was rehearsed or previously agreed upon. The individ-
uals concerned are all open-minded, opinionated, and fair.
There is nothing in the dialogue to be construed as an
answer to the problems that Quabbin faced. Rather, the dia-
logue holds a multiple perspective constructed into historical
overview of the Quabbin change period. (1969~7d) that could
provide a basis for analysis of the situation® As a docu-
mentation of a change experience, it is invaluable, and as
a document of emotion and thought in action, it is precious.
Background of Contributors
Chairman : He is a full professor in the Department of
Education at the University of Massachusetts. Over the years
he has established a close liaison with the Quabbin system.
His background in research, development and diffusion of
information in education is excellent. At an early point in
the Quabbin experience he served as an outside consultant.
Like many that touched the Quabbin scene, he was not retained
throughout the experience.
Superintendent i He has been the superintendent of
Quabbin from the first year of operation. He has had a number
of years in education with experience in teaching, curricu-
lum coordination, and administration. He is committed to
management by objectives and systems approach to control.
Presently, he is the superintendent/principal of Quabbin
Regional ' High School in Barre, Mass. Prom his initial contact
with Quabbin to the present, he is committed to change and
innovation. His selection as superintendent was contingent
on his adherence to innovation.
School Committee Membe r; He is a member of both the
Quabbin Regional School Committee, Barre School Committee,
and Supervisory Union 63 School Committee, He is an eQucar.cn
in his own right possessing teaching • credentials ana a Masters
degree in educational administration. In the Barre community,
he is an insurance man of long-standing respect. He has
children in the Quabbin system and values their education
i
1 :’D
dearly. Also, he represents the parent group in that he rose
to the school committee from their ranks, Barra ha.; alvrays
been his home «,
QHTA President : She is currently the reading supervisor
at Quabbin. She is a tenacious lady committed to fair play
and good education. She gained a leadership role in the
teachers * association through commitment and concern for what
she felt to be detrimental results from shaky Innovations.
In the Barre community she commands the respect and admira-
tion for her honesty and endeavor to help others * She came
to Quabbin in its first year.
Juni or H i gh S chool Manager ; He is presently one of the
as
s
i s tan t pr 5 no
i
pals in the admin ia tr
a
t ive t
e
ar: •
••VA C- C:C 1
that work with him respect his honesty and level-haaled no «
Xu must be pointed out that he mas actually the only member
of the old administration to be hailed by teacher:- as an
excellent person and educator is J.l Vg O v.t.U>V to Quabbin from hew
Hampshire in its first year as a department head in Beet,
His early success with people earned him advancement Into the
ranks of the administrator. He holds a graduate degree in
ad inin ic tr a1 1 on
«
Learning Coord inator ; He is also a memoor o\ the admin-
istratlve team. He came to Quabbin in lV-6? like no many
others from the University of New Hampshire where he worked
aa a teaching and research assistant. As a department
head
in English he pushed innovation in these eui ly
vear^ m
„ . _ , . „
_ tt... *.»,.€« ft ip •; » r* ( ncr coordinator
building non-grao.eci elective^, - 1 * ’ "
' °
in the humanities unit in the previous structure of the
school. He holds graduates degrees in administration and is
a doctoral candidate in leadership and administration at the
University of Massachusetts
.
JteESi Encounter: The. Quahbin Story, an Experiment, in Charge
Preface
Kan lives In a climate of change* Nonetheless, when a
small segment of society like an educational institution is
confronted with rapid and radical change, it becomes threat-
•ening and professional survival is at stake*
The Quabbin Story deals with a particular change issue
in which a junior/senior high school became the fecal point
of demands and financial mandates from a community and its
school committee* The dialogue format that carries a typical
traditional school from its secure complacency to new, often
untested programs and processes is a sample only of what is
,
has been and will occur in schools throughout the nation,
Quabbin Regional Junior/Senior High School opened its
doors in September of 196? to a thousand students, to a new
superintendent with a ready-made school and to a staff of
fifty-nine which was, for the most part, new to the communi-
ties feeding the school* From the beginning Quabbin never
allowed itself* whether through staff or administration, to
acknowledge the needs of the comniumt ie s it was supposed to
The onlyserve real and acceptable alternative for the
stall find, department noads was c. <:cnr to bls.no o *' \y. )yt \ <j
loi-gor departments and costlier programs which influenced
and reinforced a college preparatory curriculum for a school
that. sent only thirty per cent of its students to four-year
colleges
This insensitivity and unawareness on the part of the
c tai .*
,
depai c.me n t heads, <010. administration * reached a cre-
scendo when the school committee which had gained many new
members made true community feelings known: “The school is
too expensive * VJe cannot affort the existing costs for the
Quabbin Regional system, and we will not tolerate proposals
for more programs and more staff*” Consequently, the admin-
istration without notifying the staff was forced to seek
alternatives* It had the opportunity to hold the school
stable and to squeak by with watered-down programs, but the
power structure from 1968 on was committed to maintaining
quality education in the programs that existed*
In the three-year change interval, the superintendent
with his alternatives and a newly appointed cadre of learni
generalists
,
learning coordinators 8 set about to meet the
demands of moderate -cost/hi gh quality education* The ao.mir
tration pledged itself to operate its school at the average
per pupil cost of comparable regional high schools in the
state of Massachusetts « A limited number of staff cuts
followed* The largest cut and most vulnerable area to be
dissolved was guidance. It was the feeling that learning
coordinators could supervise and evaluate related curricula
guidance
.
areas and control the pupil personnel program, i.e,,
A large Federally funded project in different!
-ted staffing
had /just fallen through. The project meant hope for innova-
tive programming and without it, new ideas and practices
could only exist by the willingness of staff to initiate them
if they had merit and were comprehensible. The fat was
stripped from all programs and every member of the staff
began to feel the blows of new staffing practices that called
for an expansion of the teacher f s responsibilities.
The superintendent was the change agent in tho school
and he attempted to prepare the way for what was to come „ A
newsletter came out periodically discussing innovations that
were either coming to the school or were already there. In
addition to the newsletter, large amounts of education;..;,
articles, reprints from Journals and texts, were distributed
to staff for reaction. The notion that seeding the ground
is wise before sowing is valid, but in this instance the
calibre of the articles was such that most who read them
admitted that they were difficult to comprehend and the Jar-
gon was heavy and disoriented from any frame of reference
they had known. Comfusion, misunderstanding, and mi
3
'crust
resulted
»
From his earlier experiences the super lnterue n t ucou
his changes to the public . not only to share with them
tne
nature of each, but also to give the public an opportunity
to react to these changes, Numerous gatherings
were arrow geo.
at the school, but the public aeeaed rather
av.'ecl by the
1thing* Teacher./aides
,
teacher/interns, master teachers,
differentiated staffing
,
pupil personnel services
,
and an
odd leadership structure only generated more confusion. The
public reaction, therefore, was a mild acknovrlodgement
,
dis-
guising its ignorance of what was really happening.
Unlike most changes that come into a school, the one at
Quabbin v/as total in that it not only touched every member
and every program but demanded changes in their behavior*
It was not enough merely to change the title of a person or
his function* Management by objectives, program planning
budgeting systems, behaviorally stated objectives in curric-
ulum reorganization and ac cunt ability viere indicators of
change *
The Quabbin Story raises & vast number of questions even
today to many that lived through its years of conflict. If
anything useful has come out of the experience s perhaps it
is a deeper understanding about human nature and the v?ay
people react to the change process which is a chain reaction
when once set off* There is no perscriptlon for change; how-
ever, there is one safe rule to follow and that rule says,
ftVJi thout on atmosphere of mutual trust and, above all, under-
standing and communication , change is destined to failure
•
1
Por the sake of empathy for those going through diffi-
cult processes of change and to give them support with the
knowledge that they are not alone in their tribulations, tno
Editor of the Jou.ru a 1 has agreed to the d ia 1 o
g
o •- o imat
5.s atypical of professional journal s that follows in the
spirit of how humans react to change*
The Beginning
Chairman », A brief background is necessary to set the
stage for the events of the past three years. It would seem
that the school committee member who is present, having been
a resident of Barre, Massachusetts, one of the four towns of
the Quabbin Regional District, might give some insight into
the formation of the District*
School Co’t tc « Member ? My communication with the people
of the four-town area which constitutes the Quabbin community
goe's back to the early I960 '
g
when a. regional district was
only a proposed idea* This communication was direct and
came in my official capacity as a member of the Bar-re budge*
and Finance Committee,. We, the committee and the community
,
both knew that a regional school was going to cost us more
money than staying on with the old system. Change to a
regional school was going to mean sacrifice, but we were
willing to get on with it because our people were realistic
enough and optimistic about their children's place in the
new push for education* We knew that the old obsolete build*'
Ings and equipment could not comply with the expectations ot
rreatness that the national push to accelerate education
demanding of its citizens,
’ MBuy into a regional school set
up/ 4 was the message I got front the conco.rnsa cititenry
•
a matter of fact the whole finance committee got
the message
lie carried that plea to the annual town meting armr.o buy *
recommended that 1*000 taxpayers in Bar.re borrow anil pry hack
almost h-5% of $ 2 , 500,000 to finance this future educe, t
V.
ro read our expensive warrant? there was no discussion from
the floor; a call for a vote went out; it pass unanimously.
Everyone on the committee felt that the responsibility to
see to it that those peop?».e who wanted so much for the youth
of their community would realize some of their dreams.
Chairman; The Quabbin Regional School Committee >ra:;-
made up of members of four communities*--Barre , Hardwick,
Hubbards ton and Oakham. Those were the four towns that had
come together for the first time with a common goal. What
were some of the problems that they faced?
QKTA Pros e ; Barre in particular had a large vocal minor-
ity which opposed the regional concept from the beginning i- :A
has continued Its opposition to this day* Kan} children f::. or:,
the homes of this vocal minority are inclined to be anti-
Quabbin, non-participants in school activities, and resentful
of school personnel and rules.
School Coram. Member? We fought numerous rumors that the
pessimists had spread over the construction site of the fucuro
Quabbin Regional High School* I was still fighting this neg-
ative corenunic at i on without any public office capacity nrtcncu
to my naue in 1965 when the actual building of Quabbin got
underway.
QRTA Pres, s The School Committee , determined to h>;\e *i
fine school, hired, a umn to be acting oujwrlntondont
for u.<s
period of the building, equipping and staffing
of the school.
1 /”>
A short time later a principal was also hired. The principal
.remained very much In the background until after the school
opened because rumors began circulating to the effect that
the acting superintendent had been discharged from a nearby
regional system under questionable circumstances arid that his
hiring practices were based on his being a WASP proponent.
In spite of being a very controversial figure during his term,
as acting superintendent
*
he* with the approval of the school
committee, filled many top positions with friends* demeaned
local teacher
-applicants 5 and finally set up a school that
many taxpayers felt was beyond the ability of local towns to
support* When all the transition work was completed, the
acting superintendent departed. His replacement was on hand
to welcome the staff when the nearly completed Qaabbin Ik plow.,',
did open its doors in the fall of 1967.
Chairman; How did you find the environment whan you
first entered this new position? What is important here is
the extent to which you comprehended what you were getting into
Supto $ Coming into the community as Its new superintend
der: 1/ j 1 Oyn noticed community unrest and uncertainty, par-
ticular iy in the town of Barre
,
created by the decisions that
rejected local teachers and also local administrators in the
process of staffing the new regional school, and the school
itself was located in the town of Barre „
There was also community unrest and an uncertainty result-
ing from the resistance to the creation of a regional school
district o In some of the research that f. c d, particular. 1 y
in the torn of Hardwick* I noticed that dvy voted in and out
-a. kJ .
of the regional school district at least three cii/crent
times and there continued to he a disrespect for the concept
of the regional school idea among persons In poorer positions
—Board of Selectman, Finance Committee, and such. But per-
haps even more relevant was community unrest and uncertainty
that was created from publicized conflict between the tempo-
rary superintendent and the school committee. A check of the
local newspapers provides a review of the kind of feuding
that was created at the final period before the school was
operational. Yes, there was unrest in the community,
I note too that there was a complete lack of public
involvement in the development of the school program. No
attempts were made to promote community involvement. Time
t.nd effort were perhaps reasons lor this • No coiamunxcacron
was made with the public or parent link with the school.
There was, in fact, a transplant program of studies taken
from a nearby school. It offered a heavy priority on programs
for those seeking college preparatory experiences. There war
no effort made to determine the needs of the students o . at/e
Quabbin community. Again, little effort mbs made to 11 nil the
secondary programs to those existing elementary experiences
of our children,
The temporary superintendent if1th some nsslston.ee from
the principal drafted the program of studies, generated
the
grouping and scheduling practices of the school,
the proce-
dures for marking, and the honor roll system. All
The w&o also a tv atv>p lm.it
ated Ti-oiii th.; name single source *
Pf a set of school committee policies with Unite invoi. -
went o.f the gcjiooI committee in the creation of <“h vo 1 i r ' z s
There was no involvement of the staff other than the principal.
Policies were created out of the past experiences of the tempo-
rary superintendent combined with his analysis of sets of
policies of other school systems. The school committee role
was fundamentally to endorse such policies* The acting super-
intendent* as h matter- of fact* had a proposed agreement
between the teachers association and the school committee at
this early stage* The agreement in essence gave him “carte
blanche” and he used it.
Chairman: Is it then fair to assume that one man had
laid the total foundation of this school from plant to policy
to program and then left?
Supt»; Yes. The school xosopny r.d objectives we:
drafted by him, place in the program of studies pc^-rhlet ;
not studied and approved by the committee, not discussed by
the staff t not publicized in the community and basically
ignored in the decision-making of the school committee. The
new principal, department heads and the staff * therefore
>
had almost complete freedom to use their own individual
philosophies in making decisions that were facing then* ero-
vlding, of course , that these early decisions were in concert
with the superintendent's*
Qi;TA Pres * : I think perhaps there arc some ether cw
-
stances that should be brought out* I Ou iw '-' *
formerly sent its hi gh school e z u- ’ e
n
o
one of the feeder towns ,
to high schools In nearby towns. At the time one cu , :Se
nearby high schools was crowded and did not plan to continue
to take Hubcards ton students* Oakham was 3n the same sltu\—
tion* These tvro towns in particular were very anxious to be
part of the regional set up. Hardwick and Earre vrere not
Quite as anxious. Although, in 1966 the junior high school
in the town of Bar re did burn, and for a year and a half the
high school and junior high school students were on double
sessions which made education for the students and teaching
nost d i ff icu1t
•
The school committee pleaded with the high school end
junior high school teachers to stay and to see them through
the situation. The school committee assured them they would
bo given every consideration, in fact, prime consideration
when the new school opened, host of the teachers did stay
and at least were looking forward to moving to the Quabbin
Regional.
In many instances , the acting superintendent and the new
principal did not see the worth of some of these teachers;
consequently, many of them were not hired* Many observations
and some rather crushing remarks were made. For instance,
one teacher wan told that teachers could not be nuch r if
they had stayed in the Barre system as long os they had *
This did not lead to good .’eo lings among the •teachers v?hy
were hired upon entering Qyobbin J.n add.it.'.on Ine .! oca!
teachers had. not been given any salary figure*? m.<j. h*.-.< ^ ‘
been given brochures on the philosophy 01
!
.:\ud>^in o- about
the curriculum. They were merely hired os a teacher l„ on,
department or another*
In spite of all this, I think that the teachers and
people of the tovrn of Barro were most anxious to see Quabbin
get started. They fully realized that the children were
being denied full education advantages with the double sessions
This in turn may hove created the impression to psoplc from
out ox town coming into the community that the peon] o of the
community as a vfhole were moot anxious and receptive to the
new school.
Supt<»s May I Jump in here with a thought? Perhaps a
reaction i As I listen to tno thoughts being reflected, upon
the salesmanship that was involved, in contacting many -w' * t
I*m not sure that i/1•is really parallels some of the cisco;..,
that is being revealed this evening* I am particularly
wondering how many of the 3 fit A Vi d the high expectations that
I had—when in fact some of the communities irere really pushed
into the regional idea and didn’t have the high aspiration:,
in the beginning for the Quabbin Regional District School.
If I am expressing this correctly, I think It is relevant
to the history ns for as communicating is concerned and the
problems we have run into since then* I know of many who
once taugh t in this cor muni ty and non teach outside <’>£ Barre.
Yet s they still reside here
.
Some of them servo in ipos* ki one
of responsibilltles as fax'* r*s dec i slot; making—a the
finance board* I think v;o "ve had a couple and up on the
School Com.nit tee that vvre rejected at the time of applicat it.:
1 »
- or tho Quabbln Regional staff*
QnTA I'rescj I vrouldn* t want to hav 5 n wrong impression
created here* X think that aspirations for the education of
the children were very high in the community, but acceptance
of the regional concept for the school was more negative
such time as the junior high school burned. At that
time the community felt pushed into having to accept it, but
X think cher e scj. 11 a deep undercurrent against rh ri
regional even though the regional school was an expedient
thing that had to be accepted at that "point*
School Comm* Member; Back during this period of the
initial opening of Quabbin several of my friends were on the
school committee
v and they shared the same enthusiasm we had
on the Budget and Finance Committee for a regional school*
VJe were fully aware of what a regional concept was, VJo had
truly been rivals with Hardwick * Oakham. had, however $ attended
old Barre High School, and Hubbardston had been a playground
for us as children,- There was no ill feeling among the com-
munities of Burro
,
Oakham and Hubbards ton; however, Hardwick
had been an old rival of long standing* Still
,
members of
the committee were opt: inis tic *
Friends cf mine on the school committee were somewhat, of
a new generation* They wore looking forward to innovation*
They had been. 'locked into their world* In trying to get work
they found out they were ill-prepared end were standing awe
-struck by Sputnik* Being teenagers by the end of World
liar IX, they wanted something that no other generation r'ron
this area would have dared to ask for* They were cut there
demanding quality education for their kids and probably with-
out any regard ns to who was going to pay for it. This concern
might have been the crux of some of the early problems.
Chairman: This is undoubtedly a good point to have the
superintendent deal v:ith his perceptions as they unfolded
during this initial period,
Supt • ; As superintendent in the school system and the
superintendent that was hired to become the operational man-
ager in 1967
,
1 can add to the perceptions of the beginning#
Let me do it in an outline fashion; however, some of it may
be redundant* First of all,, in 1967-6S, we did have a brand
new facility for the four towns which had agreed to form a
new regional system planned for students in grades 7 througn
and commonly referred to as a Junior High School unit and
a Senior High School unit*
It is significant that in that first, year of operation
the staff and the program did start under circumstances whor,-
the facility itself was unfinished* The staff started cightoc
days lato under circumstances where part of the facilities
wore not even us able for at least h&xi. a ji'i#
implications as far as communications arc coroemen *
The new staff was recruited from tricoughout hew
arid, colected by a temporary superintendc.rt who was hired : or
the express purpose of getting the now programs esraoLisned
and st£ ffed. He r ' In the summer 1 ?6?. He
uas assist* L
by the school principal who uas hired nnd
employed about r.
year before the school opened* He became the schoo.' . ' r chief
administrator. A new school superintendent, nyso'. f , was
recruited from another Massachusetts regional school and I
believe selected for the express purposes of experience and
interest in curriculum and instructional areos*
At that time there was also a new position created
—
that of Business Manager-—whose express purpose was to take
care of the details of business so that the superintendent
could, in fact, work in the area of curriculum* A~ traditional
staffing pattern was established and it was based upon r.
department structure with fourteen department ‘needs, each
responsible for leadership in his own department* The depart-
ments were English, Social Studies, Mathematics, Science,
Language, Business Education, dome Economic s
.>
Industrial d .
,
Art, Music, Physical Education, Reading, Athletics and Naval
Junior Reserve Officers Training Corps. This constituted to
a limited extent a traditional department set-up in a regional
secondary school. There was, however, a unique, or somewhat
unique set up for guidance services and leadership* I refer
to a structure where the principal assumed the direct leader-
ship role for guidance, assisted by three full time counselors*
The point that 1 wish to make here concerns the unique respon-
; ibi 1 j t j for leader i iip place
; upon the principal* There ••
also somewhat of unique set-up for the retarded learners
--
with two special education teachers providing
instruction in
the academic areas* Other special education
students were
integrated into subjects, such as art f ! *ome economic
room aotiv itieo
,
athlo tics % etc*
,
but aga' ,u trv:'. ovor.ill ccor*—
dination and leadership for this program rested with toe
principal.* 1 make these points because these were two areas
where there was no recognized department head, or specialized
le &dershlp»
There was one full tine assistant principal with no
clearly defined or structured role except that of assisting
the principal in ways determined by their mutual decision
-making. The expectations for this position was that of
managing discipline problems in the entire school--grad.es ?
through 12. There were also } somewhat unique for a region -1
school* the equivalent of two study hall monitors, through
the use of two language teachers who has only partial loads,
and one full time monitor hired at ^20.00 u day und uti.,,;!
as a non-professional* In 196? I think this was considered
a unique feature of a regional school. Likewise in the or ig
inr.l plans there were two lay readers to assist the English
Department in the chores of correcting themes and ootnpositio
This program never did materialize. but at least it was in
the staffing structure. Perhaps more important than this
kind of look at the staffing structure was the belief that
y,o did have a spirit of enthusiasm and high aspirations anox
the staff that had come together.
Staff ins
Chad erw n
:
If hat were some of the initial reactions and
school community for the first time?
Jr* High Manager: I was hired as the head of the He- 1he-
matics Department after being contacted by the principal of
Quabbin to come down lor an interview v:ith the principal and
the acting superintendent. The impression X had after seeing
the lovely brochures that were prepared for us was that the
salary schedule was a very attractive one for a person coming
from New Hampshire* The school seemed to have been well
planned* at least, that was the impression 1 had without see-
ing the building. I thought, in fact, that as budgets vent -
the sky was the limit* 1 was told that Federal monies were
available for various materials in the Mathematics department
»
X was also asked by the acting superintendent to draw ur • '.s"w;
of books that I would like to see in the new school library*
and select types of desks that I would like to see in the
Mn th e 1as ore o:r,s *
Although I was still working at another school, I spent
many evenings drawing u.p long lists of reference looms, con-
sulted various Hath teachers on possible text books to use,
and drew on my own experience* The decision on the use of
Math books was basically my however, when the school
opened in 196? I found that very little of the Federal money
had been made available, I did get most ot the software uc-
I wanted as far cm reference books went for the Library*
Textbooks that I had asked for had been approved, and I Su~4
had two previous meetings with the Hr.themalice S-'-su f
.0
Barre
*
T was somewhat disappointed in the structure
oi vfce
7school 5 frankly For a new school* I thou. . i t was build in
a very traditional wanner, Immediately, I found that r.c far
as instructional materials went, the hath Department was
really quite bad off. However, because of my relationship
with the principal, I did find in my three years as Hath
Department Head, I really had no problem getting what I felt
was needed for the Mathematics Department,
Learn* g Coord,; I, too, came to quabbin Regional Kirn
School for the first time, in 1966, when contacted at the
University of New Hampshire where I was working as a Graduate
research and teaching assistant. The brochure that I looted
at and the salary schedule that was presented in it certainly
were handsome tt the time* The educational philosophy and
objectives purported in the brochure led me to believe tb n t
this vras
,
in fact, the kind of school that X would like to go
to* So, consequently, 1 answered the brochure and was invited
down, m 1966, to be interviewed by the acting superintendent
and the pr ino ipnl •
Chairman: Was your reaction to the brochure substan-
tiated on a visit to the school? Was the offer as good as it
appeared 1 n the advertisement?
»n I came here I f ve got to say I was
The principal was very warm,
d to be estremoly concerned in what
nfident of the support he had from
<* flurisrintendCRt, and confident in
Learn* g 0 :sorcU s
1
imp'/;cased with v,*hat T
very congenial and c e o
he mns doing* He was
the community > the ac t
the hand-pi eked stuff
also had an opportunity to go out to the cite which in 1.966
v*RS still under construction. T have to admit the building
tended to be traditional, but still it was new and seemed to
offer a tremendous challenge.
Working at the University of New Hampshire 5n the next
few months and waiting for the summer of 196
7
v I received
many communications from the acting superintendent and princi-
pal. There were mandates requiring me tc make requests for
equipment, materials, and textbooks to be funded through a
Federal grant. This I did, I was also asked to make requests
for the materials that would be needed in setting up the rear-
ing laboratory. This toe was handled through the help of some
of the people in the reading department at the University of
New Hampshire* All of these requests went in. 1 was amazed
because there didn't seem to be any limit* Anything that I
asked for, I was assured I'd get.
I remember coming down, in August, 196?? the building was
not completed , but very close to it. I was impressed with the
people I met*, I was impressed with the staff that had been
selected to represent the English Deportment. These people
v/o to subject matter experts. Dome of them, had come out o' toe
old system. Many, however, had beei imported, like myself,
from New Hampshire, This might have been because the princi-
pal v:at a New Hampshire man. I’m not sure, 1 tnlnm pcmaps
it had some affect. X do know that one of the criticisms
that was levelled at many of the people that came ^ from Kew
Hampshire wa3 the fact that, most of them wor o graduates 01
Keene State College. Consequently come ill
feelings were
aevsiopea Initially that Quabtin was ser.or£t.v,n- a
fraternity
.
Chs.irir.am It seoma ».iut -the initial sa'.tn Job » dons
in an impressive fashion*
I^arn*g. Coord,; The thing that amazed me war that Quabbii
w&.> bosu i-
1
f !•*.— ; it >< nr £x picture and at the- same time a f nc'-lc v
I worked at Quabbin for three years before I be /ran to .re e v -
nize some of the conflict existing with the communities, cne
of the things that struck me as very peculiar was thru the
school tended to be extremely divorced from the communities *
QilTA Pres.; That is true
,
but I don't think that this
justified the idea of a closed corporation. I think the
teachers had academic freedom. I think the teachers were
enthused * They were busy; they were happy*, and , they felt
they were promoting good education. They vrere so taken up
with this and their planning that money was lost sight of as
an object. Programs
,
conferences, materials, etc., all were
itself
co erne
e as
'
king <. They weiw3 sc5 caught up ; v 4 .iv I ti
they neve i took the ti!ac to look b «r* <» • O .
they were working* It VI las practi c: al 1;
e
arn f g Cool/ Cl. * 2 J. £> s* as * u ofinite ly 1 Ti
t to* take the schoo 1 t 0 the cc U:.1V.Mi ty
!.d 0 V.(.• trie touchers com 5 ng in to 4- >v -i
; in A/7 * This sc ho0 A. WO..h ml.r.st c.t.O £» j.
tors: nil over the pn - r C i an o\or) ie ud
v. c n;1 e ns
;
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amount that was In this building Initially. It toe' throe
years to realize this.
Many of us looking back now would tend to say the first
three years in particular were honeymoon years. To sort of
coin a phrase in education todays Vie weren't “accountable"
to anybody in the community. We were basically "accountable
“
to ourselves.
QKTA Pres.; The majority of the people of the communities
definitely felt unwelcomed. They did not dare to approach
the site. X have had so many people ask me how to reach a
certain teacher. "Do I call the principal e s office? Or the
Guidance? Do J send a note in by a student?" They really
stood almost afraid to make contact with the school. They
felt it was a closed corporation and that they were net to
Intrude
.
Learn* g Coord .
j
Would it be
majority of the Quabbin Regional
fair to say, also * that the
teachers lived outside the
community?
QRTA Pres. 2 That is true.
Learn* g Coord.: I have to say that I was never once
bothered with the need to sell any program. It was my feeling
that if a particular department in Quabbin chose to make a
particular program operational » it merely did it witn the
understanding that it would be received with open arms by all
concerned* The school committee rubber stamped everything.
They were fantastically courteous and idealistic.
Moot ci
them* however, never came into the school
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Chairman: I am sure the school committee, through earnest
concern and a willlngnoss to please, felt obligated to con-
tinue with a pattern firmly fixed.
/
Supt.: Let me interject this thought. Having come in
at a stage where the school committee was rubber stamping——
“YES, YES f YESSING „ ” the more I think about it; now easy It
was; it vras not costing them any money at that stage. The
cost vras going to be understood later on. They were making
decisions about buying furniture, doing nothing about the
school program, curriculum, and those kinds of things. Look-
ing back at 196?-68, the year we began operating, we saw
school committee members dropping off and getting out of the
picture. I conclude that one of the reasons is that there
Y/as a shift of problem solving on their part. They really
started to get into the areas of curriculum and programs,
and no longer were facing the kind of decisions they were
accustomed to.
In a month we were confronting then with the first oper-
ational budget and “What* »'* I guess it was about $ 250 , 000.00
higher than they could imagine . Within the first six months
vje began to see school committee members changing the i
r
interest as far as serving on the committee.
QRTA Pr e ?* » : I think that based on things that have been
said that it is easily understood that people from the cuts id;
--like most of the administration, department heads and many
O f* V. r- y /2. t/ i i jocheru—vierc bound, to cons to the conclusion that
they vere teaching Middle to upper middle class economic area
Cftlld*. cn &?iq their expectations for these children n^d the' ~
discipline with these children were all based on this pi. s •
°phy, Many times I've seen u teacher very let down because
the response and the results achieved were not what they
expected. They couldn't understand why. I think It was
because they had been working in communities that were much
more wealthy and had much more cultural background than ours.
Chairman: vihat ai feet did the high expectations have on
budget planning?
Supt * s Budget planning for the 1968-69 school year
engulfed the department heads and the principal in the so
-called grass roots approach within one month after a new
school was opened. Within the month the needs of each depart-
ment for the next year were set using the educational as olra-
tions of what ought to be and without any awareness of any
total financial limitations. “But be practical* > was sort
of the guiding philosophy that first year* The superinten-
dent and principal would be responsible for presenting to
the School Committee a budget proposal that modified the
total request. No reality of past budgets were available as
a frame of reference; no realities of community expectations
of financial limitations were available*
Chairman. It reams difficult tc believe that no one
bothered to gain a genuine a acessment of the communities'
abilities to pay. What accounts for the further misconcep-
tions associated with comprehending the nature and intent c:
tb a Qu • i old n c ommuni ty
7
Le arn * g C cord *
:
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Cne of the things that bothered me to
a great extent was that I lived in Barre while 1 was hero and
found it y ciiiflcult to come to know the coraiaunity • Or.e
thing was happening to me within Quabbin. As a department
head j, vras becoming conditioned to operate in a particular
way l thought was meeting the needs of the students from all
of the communities. My department became conditioned--!
would tend to refer again to this as the H0N31KC0M YEARS.
This has been said before.
Three years of this type of conditioning; three years
of working with a department in which all of the members
were very closes partying together
, spending tremendous
amounts of time together* building programs together, and
never once having to worry about anyone coming in to criticise*
ox' even to notice the nature of the program that we were
planning, gave us a sense of confidence, it gave me a sense
of commitment to plan our own way; and 1 have to admit at
this particular point that much of the planning that we did
vras done in a divorced atmosphere. The planning was not once
tied to V he needs of the communities. I would ask—do you
agree with this kind of view?
Jr. High Manager: It: was my feeling that when the school
opened we certainly had two honeymoon years, instead cf one*
I have always been impressed by the fact and J.*ve made' refer-
enced' ten th ?
a
. in- thin rs I’ve written about the school. We
always and still do have academic freedom. This Jars perhaps
chanred a little bit, but basically teachers have been able
to generate their own innovative
classes; however, under the old d.
ideas
,
try various things i
opartwent head structure, j.
found we were pretty narrow in our views
Supt «
?
I didn’t- conceive that we had even the two year
of honeymoon*- The realities came upon us hard and fast.
Perhaps we didn’t talk about them, but they were there, if
the communities knew these realities, how can we say that it
school v?as sailing smoothly?
Chairmans It would appear that the school was sitting
on a bomb—a financial one which was ready to explode at an;
moment. Perhaps tbs calm before the storm. As a school
committee-man what are your views in retrospect concerning
the opening?
School Comm. Member: In 1967 when Quabbin Regional
opened, the transaction had put the children of former ball
rivals on the same team* My own children were finding frie
in families that lived six miles away from curs for several
generations, and we- had never known of one. another’s exist-
ence. The new school had been staffed with some very prom)
lng people, and it looked ac if everything regionalization
had to offer had cove to Quabbin*
The social ro;, : r no a 1 as t ed two years* Then the bills
due and a'I th them a stark re
a
lity that the community
been sold more education than it wanted to pay for ca
,tj y into focus „ The language was at fi
v * O light hear
hu ioroves as it carried its message throv the Quabbi
coauaunity. Nicknames were applied to administrators and
the former acting superintendent was cast with cue principal
under the circus title of “Barnum and Bailey*'. Then the
remarks got nasty and such comments as, “Maybe Barnum and
Bailey think that everyone that was born every minute came
here to live."
Tne original school committee that had hired the tempor-
ary superintendent came under sharp criticize in the community.
The principal seemed withdrawn and cold to some people who
i
had dealings with him. Rumor painted a picture of him as a
man who sat in his office watching TV* while his secretary
ran the school. People who lived under the reputation of
being hard-nosed budget cutters were elected to the school
committee and complaints that the principal had been given
early tenure by a lame -duck committee passed from mouth to
car in the community* Much gossip claimed that the tempor-
ary superintendent returned from his Florida palace each year
for some kind of pay-off. It was never clear which way the
alleged money was to be passed.
These images lived on in the town in spite of the public
meetings that the present superintendent held to explain
changes in the school, changes that the school would underg-.c
in order to bring its operational cost down to a level the
vox base could stand. As a matter of these meetings
whether planned or by chance at public gat me rings h&ci gen-
erated a source of mistrust for the superintendent.
The purpose of change was believed to tvs gro.niaea
some secret deception that was a get rich scheme : or mo
administrators at Quaboln. FPB3 budget terminology was
coined as a burying place for payoff funds for the superintend
ent, and behavioral objectives, differentiated staffing, as
well as any o^ner uniatniilar Jargon, became, the educator *c
way to confuse the sucker who bought a ticket; to the circus.
In other words—the Quabbin and the Community wore not commu-
nicating in a positive way. The community felt that it had
bought tickets to the circus, saw the first two shows under
the big top with a full cast and they loved it.
When the third show cams on the ringmaster was still
there, but six acts had been repossessed by the mortgages a
The audience was disappointed. They viewed the change of
scene as chicanery, a cover up for the fact they were getting
second best. Their super education was no longer what they
had thought it to be in the early sixtier? and they were
fighting mad at the thought they had to give the kids less.
This disappointment :*.s what was being communicated in the
area towns.
Meanwhile, the Quabbin staff was experiencing the same
disappointment as were the individuals In the community when
difforntlated staffing was introduced* ‘Che community had
become critical of the entire sic. ; anu «.-he results o\ the
frustration they were experiencing. Remarks about all
educators sticking together were dropped in areas where
touchers were known to be. Any acts cl ; esistcuce V fc»
staff to the changes were net with Jeers. This seemed
to
lirllcate to people of the community that to echo, s „
Jt-t
balking for more money. The teachers were referred to by
some of the community as those, money-hungry bastards 11
.
Non-professional members of the Quabbin staff added fuel to
the fire by agreeing with this nomenclature.
Changes and Reactions
Chairman: This is a good opportunity to deal with the
change phase at Quabbin. It Is quite apparent at this point
that the public was making its feelings known. As a result
of public disappointment and reaction to cost, what kinds cf
pressures were placed on the school committee and administra-
tion and what alternatives were pursued?
Supt.: It was, as 1 recall, the end of the very first
year when we got the message from the taxpayer, :,V;e're no
c
going to buy any ‘new* proposal, <f
I can recall vividly meeting with the principal and the
school committee to promote additional guidance personnel,
an additional reading teacher, three additional teachers ar.u
being told "NO
,
NO* NOi“
The first budget preparation we went into had touched
off a message of reality* I think I also have r,o share
another thing that was happening. I conceived myself to be
a type of a change agent* If you all recall, one of
my
activities was to generate copies of written mater iaxa
s
articles that were dealing with kinds of alternatives.
•,f,e
Idea was to throw out to the staff thought -provoking ideas
from 1 bo 1 i terat are «
thatI can recall one of the first curriculum dispute s
I wrote. It dealt with the vrhole theme for the neve. .'or a
common frame of reference In curriculum and Instructional
kinds of activities. With the structure we had, my work was
cut out. We had a principal and department heads, and ve
agreed that they would be the real decision makers. I felt
I was playing a role of feeding information to the staff. To
be sure, in reflection, it was distant kind of broadcasting.
It was very early then that I put my energy to work with
the principal and department heads on in-service training.
Ky focus was upon in-service activities and you'll remember
some of the early exploratory workshops that were introduced.
This v:as
,
I think, before any pressure from the f inr.no i all
j
minded, and I was fighting for summer curriculum staff involve
ment. In my naive way I can recall standing up and fighting
for \% of oar budget to gc into research and how logical it
seemed to me, and yet, it was like talking to the moon at
that stage. I intersect this because I really think that
it was a basic input from me as a superintendent independent
of the financial aspects, yet the fincnci&x erwe along > ^
the real club that threw us into the change phase. This
ini tial innovmt ii g ended up in producing some ox tne v-l r -
that we faced
.
School Comm. Member: I want to tola. Mr. Trask that .1
had spoken less than a tuonth ago with a friend of nine
who
was on the original school coaniitv.ee ex. '.he • he i-.-o
, , . v ^ hi *o over and above
It sueas the reason the aonn»i.**£-v
retaining a man, who had then been In one of the tovm systems,
*mo Mr. Trask’s innovative abilities. They wanted him here
at that time for the sole purpose of innovating and function-
ing as a change agent and give new ideas to the staff,
LOcxxn g Coord « ? tut thin was never communicated to the
staff * In fact
,
I would have to say, if there had been
communication, it was done in a rather subtle manner through
the articles which were pushed into the school. These, of
course, generated criticism of the superintendent
.
QRTA Pres.: Not at first, I think, Mr. Trask, ns far
as your being a change agent and giving material to the staff,
they morn or less threw it to one side, in the first place,
they were busy; they were happy; they were almost smug in
their own self-satisfaction; and they were sure it did hot
apply to them. Besides, if it were anything important, their
department heads would interpret it for them because most of
the information on decisions and policy filtered down to then
this way. They were perfectly content to accept the role of
department heads in this respect. Anything else was more or
less casual reading*. I believe they really missed the point..
You were rarely in the building* lie talked with you occasion*
a xly n
Learn* g. Coord.: Please keep in mind, too, that at
this stage the superintendent vras primarily an outside agent,
coming xn end beginning to disturb some happy families.
jr. High Manager: True . However, when the superintend-
ent began flooding the school with ‘*ed articles," teacups
began to suspect that perhaps vie wore beginning to get on o
"bandwagon* 4!
Learn* g* Coord*: Yes* It was at about this time that
the heavy educational jargon which over-powered much of* the
stat'd and department heads became apparent in the superintend-
ent's dialogue with his faculty* Hence the word Tree ke.ee
was coined to symbolize attempts at communicating that bombed.
This early idea seeding was certainly designed to prepare a
change climate* Consequently, understanding and. comprehension
were needed for support*
When the articles became numerous --and people began to
' package them—I think there were teachers who were happy with
the articles. I personally enjoyed going over them, But I
do know that many department heads took offense at the f .%
amount of mail coming down from the superintendent's office.
Chairman: What was there in the superintendent's
approach that bothered you and other department heads at th>
time?
Learn 8 g Coord.: One thing that bothered me In particular
during that third year was the feeling that something differ-
ent was happening at Quabbin. X sensed that the superintend-
ent was trying to prepare in a very subtle way his department
heads for what was later to be called "the crunch." Nobody
came out and said what the problem was*. It was sensed tout
Quabbin was going to have to change. There were problems
here, but nobody really knew what that change was going to
affect* Also , nobldy knew who was going to be a
part of the
V
J
change
The feeling was that it was going to be directed from
the superintendent
• And for.. the first time a certain amount
cf insecurity began to creep into Quabbin. This Insecurity
began to haunt the ranks of teachers who had been extremely
secure for at least years*
Jr> High Manager : I*d like to react to that, I think
that was true for the first three years
,
before any type of
structural reorganizing was considered* l 9 m going to attempt
to concentrate on the change in leadership positions and most
of this is from an internal viewpoint.
The Quabbin Regional Junior/Senior High School operated
under a department head structure for three years, Dur inrr
the latter part of the second year and throughout the third
year s more and more literature showed up at the school from
the superintendent’s office. This dealt with innovations in
education such as: behavioral objectives , individualizing
instruction* differentiated staffing* and other alternatives
regarding educational change « At one point a consultant was
brought from California to explain behavioral objective writ-
ing and conduct a workshop in the area of education change.
Also, we had added teacher aides and interns to the staff.
Through administrative efior to curriculum development
stated in the behavioral objective approach bncame a reals.
y
at Quabbin. In fact the process* is still gcjng on,.
Xn the fall of 1969 a Federal project was submitted
which dealt with the concept of dif
f
crenelated stalling.
This was conceived by the superintendent, and he had the help
oi a consultant from the University of Massachusetts, Sub-
sequently t the project was rejected, but the decision was
made to change the organizational structure of the school.
The new concept called for the division of the school into
units rather than departments. Hopefully, this would provide
more linking and integrating of the various subject fields.
Things seemed to happen fast. Department heads agree,
though somewhat reluctantly, to give up those positions and
go along with the new idea. They had no guarantee of a leader-
ship, position under the new structure and no evaluation of
the old had been made. Early in December, 1969? applications
were made available to all teachers desiring to apply for
the position of Learning Coordinator. 33 staff members applied.
The plan was to hold a 20-hour sensitivity session with
breaks coming only for meals. Applicants would be evaluated
on the basis of behavior during this session. The superintend-
ent, principal and project-writer consultant would do the
evaluating. Most of the department heads disapproved of this
method and let their feelings be known to the administration.
They felt that their input of three years should be considered
in the evaluation process.
During ths Christmas vacation of 1969 * six staff members,
including four department heads, were ealica vO tne school
for £. meeting v?i tb» the sups win fcendent and principal. A. •
meeting the six were told that they had been selected to
U;ooiac leciralng coordinators because of their past
aoconplirh-
merits and leadership behavior. This selection pro? ess had
been done by the superintendent and principal. Also at this
meeting the six selected, were asked to assist the superintend
~
cut and principal in selecting the other six coordinators.
This was readily agreed to and through lengthy discussion
the task was accomplished.
The original six Learning Coordinators assisted the
principal in explaining to the other applicants the reasons
why they were not selected. This complete change in the
selection process, which came about while teachers were on
vacation, created much discussion among the staff. Distrust
toward the Learning Coordinators and the administration
be came more ev 5 dent
.
The QKTA had not been a strong organisation and did .±ou
have to be for the first two years. All groups coneerne a
with the school got along very well. However, changes in the
school committee brought in some axe -grinders
,
people who
had sought positions in the school and, failing to get then*
looked for the negative aspect of the system.
The QRTA became a strong organization and began to qv.er
tion the directives of the administration. Teachers were
preparing to enter the second year of a two-year contract
end were saddled with a poor salary schedule. Efforts to
reopen salary negotiations we.ro turned down by the schoc
;
committee. The salaries oi too new Learning Coordinate;
had to be adjusted for the year 19?0-?X< Though they were
members of the Quabbin Teachers Association, they negotiated
on an individual, basis with the superintendent who acted
ag-ent for the school committee. Apparently none of the
Learning Coordinators received as much as each hoped, but
agreement was reached.
Chairman: Were the Learning Coordinators pleased with
the salaries each had negotiated? It seems as if they may
have placed the teacher organization in a tenuous position.
Jr* High Manager: After much discussion the Learning
Coordinators concluded that their salaries increased because
they were being paid for an additional four weeks work.
Through the efforts of the superintendent and principal, the
Learning Coordinators* positions were assigned to various
units within the school.
When school opened in September, 1970, teachers found
that their supervisor v?as , in many cases, an individual com-
pletely different from their former department head. Though
loyal to their department head, they new distrusted their new
leader and even in cases where they worked with the same
individual, they questioned his motives and integrity. The
superintendent and principal held many meetings with the
I- arning Coordinator group with no teacher involvement.
Teachers became more suspicious than ever because of the
s loci * on process * and the individual negotiating on two -•
c; each Learning Coordinator. Administrative meetings
increased the hostility between teachers and the leadership
he Learning Coordinators soon ound that they had
little
P roup
to say about the management of the school. At meetings „uh
superintendent and principal, the Learning Coordinators
\:ero heard, but the decision-making was still done at the top
Hole "ambiguity of the Learning Coordinators created problems*
They were pseudo-administrators and supervisors on the one
hanc. and classroom teachers and members of the QRTA on the
other* Learning Coordinators were caught in the middle*
Eventually, dissatisfaction with the system prevailed
at Quabbin* Programs were competing with each other, and
people were quarolling with one another. The enthusiasm and
energy displayed by the staff when the school opened had
about disappeared. As far as teachers were concerned, comm
nications down to them were perceived to be innovative*
tuff, though me; s t o f this was mes
of thinking* It was further ]:,or«
gospel* Thi <5 "J p A *r. O u_ V* -wV K* o rumors
,
4. U«
u; i
and tension*
Sv.pt « s I think that * s a good description, the only thl
missing is the change in the Guidance* Guidance is every
Important part of it*
jr a High Managers Yes. I believe teachers, Learning
Coordinators arid the principal formed the pupil personnel
services in the senool* Teachers became unhappy about the
i
t
added guidance responsibilities and increased class sizes
due to the decision to eliminate a traditional guidance
structure and six other teaching positions *
,, .» * , „ _ ... a are to commaChairman: Would yon, *»up~ . lnt^na.-.- t
1on the change m the yuid
Supt • : Thc thoug
h
i
point of view was that si.
'<
)
e progr arc 3 1 s e j f ?
I had here from a communications
-uli . •.eons move which burdened the
teacher with the role of the teacher
-advisor and the corre-
sponding responsibility of the Learning Coordinator to bo
whatever leadership needed in guidance. Here was another
hat for t h e Le rrn i n.g C oord inator The pattern of communion-
1 5.0ns needed for a structure like this, we didn't have. We
lost department heads and we created Learning Coordinators
vrho had responsibility in the area of curriculum and Instruc-
tion, but in an interdisciplinary way. Communications from
' a teachers* point of view- raised many questions: *Where is
my leadership? In what form is it coming?" I felt this
should be mentioned as to the Learning Coordinator structure
itself*
Learn* g. Coord,: It might be of interest here to back
up and examine the development of the ORTA while the change
was taking place. In examining very carefully the change of
posture, i ,e
. ,
watching this group transformed from a basi-
cally weak organization to a very strong monitoring associa-
tion, one could sense a commitment to protect the education
climate as bre s i \w i t a t Qua obin
,
Qop-A Pres,: T would be happy to comment on that.
During the honeymoon days of the first two years, the OfiT.’
came into existence as e functional , but weak organization.
Contract negotiations were curried on between tne
PR b w
committee and the school committee in an aura
ox g^.-fa^ch
bargaining which resulted In a two~y«sai contract for 1969-70
and 1970-71 *»
Little concern over contract provisions was exhibited
o> the teachers, ns norale was high and academic freedom
furthered teacher interest in expanding and developing the
then current course offering for the student body. Teacher
contacts with parents were mainly limited to parents night
&nu communicating occasionally through administrative or
guidance department sources*
Quabbin seemed a little world of its ov:n for many people.
For local teachers, though, rumblings and discontent in the
community were real things, but loyalty because of a personal
obligation to a place of employment and because of a demay d.
by the administration, forbade them from talking outside.
Very little Inside questioning took place about things such
as poor discipline, and others*
In the fall of 1969 the school committee, either in
response to public rumblings or mounting school costs, or in
response to a superintendent who wanted to promote innovative
educational ideas, decided to try for a Federal grant which
would finance major staffing pattern changes at Quabbin under
the name of differentiated staffing. The staff was not
informed :-f the details, Humors were rampant as terms like
learning coordinator, master teacher, intern and teacher
aide >,r came familiar* Much material came down from the
superintendence office, but most people took little time to
peruse it* A feeling of mistrust abouu anything tae
ton&eut said or did. had now d.evo3_oped among the teachers.
Thii i. eeling grew that the superintendent hacl a master
plan* So everyone speculated and waited. During this period
Oi waiting
,
the superintendent issued, a notice of new positions
to he established under the name of learning coordinators.
Learning coordinators would placed in supervisory positions
and a new unit set-up was to replace the traditional depart-
mental system. The units were to be made up of related aca-
demic fields and the coordinator of each unit would have more
responsibility, more work, and earn more money. About 2.1
teachers, some former department heads* applied for the
•rumored 15 openings, although few admitted to doing so. The
prevalent feeling throughout the staff was that the Learning
Coordinators were already selected, and an attempt v s v - ' ~ -
made to pass ify teachers by the formality oi an applies-, hion
routine. Rap sessions were scheduled weekly by the superin-
tendent for those who were interested in learning about
possible changes that might occur at Quabbin.
Chairmans What was the response of the faculty?
QRTA Pres,? Little interest was generated among the
teachers and attendance at ths meetings n
tion of the coordinators-- 1** in all (2 ad
been made by means of a very democratic t
When the names of trie Id selectees beeves
•era feu surprises, as tne majerir
poor
.
t7\Ume e J e e •
t t '
w* X O J : i v/as tc ha-
3 V ' - d on tr.e
basis of ability * !ie e e* •
known t.o the sta-if, there e
were those whom had fe
even without the force of *\h o
.*» v-»
procedure. At least 12 of the coordinators were qrta members
wlth little compunction
> negotiated Individually and
separately for new contracts; as members of the QRTA
,
the
QRTA was supposed to be the sole bargaining agent for its
members «.
The teachers who were QRTA members were under the leader-
ship of Learning Coordinators who, in the position of the
QRTA Presidency, had no desire to and did not inform the
members of the possilility of protecting a contract viola-
tion. The teachers in turn were unaware of their right to
protest contract violations and did nothing. To add to the
confusion, the staff vras notified a short time after the
selection of the coordinators that the school committee had
decided to cut back on programs and personnel and that the
Learning Coordinators would help to decide the programs and
staff members lo be cut. Information finally filtered down
to the staff that the guidance department was to be eliminated
and that further teacher cuts could be anticipated.
Chairmans I guess I could predict the reaction.
QRTA Pres,; A state of shock set in as people waited
to sec what could happen. The incentive to improve education
for the students fizzled out. A sense of fora- and impending
danger began to grow as few teachers were on tenure
Teachers suddenly oocamo withdrawn and suspicions ox Sad
other. Learning Coordinators, and the administration, in
foot, everyone not on tenure felt that he was vulnerable If
) i •;» c ut s ao tu ;
1
'!
. :/ r a ter i i
*.1 1 zod *
At » later date the cuts were announced and o oovui&ed co
a total of eight staff members. Teachers who were being
dropped left Quabbln with much bitterness, Those who rere red
did not feel proud of themselves, for they seeded helpless
to aid those being cut. The school ye fir ended in June, lv/0„
on a very confused and unhappy note as tar as the staff v;c»r>
concerned
•
School began in the fall with little more settled than
when school closed in June. Teachers were r. ade aware of the
new unit system when they met periodically with Learning
Coordinators, many of whom were now mistrusted but were still
trying to live up to their new responsibilities. At times
.
Learning Coordinators vrere unable to give much needed heir
to now over-loaded, teachers with larger classes. The rrc'-<
staff cuts led to new guidance responsibilities for which
many teachers were untrained, study hall assignments with
related clerical work* and administrative demands for cur-
riculum. writing and planning—all in all a heavy burden on
the teacher. Teachers grew resentful even though they were
occasionally listened to, but with few results. Negotiations
were under way for a new contract.
At the suggestion of the superintendent, the QH.TA
requested ll'TA assistance, in negotiations because the school
committee had given the superintendent permission to engage
a professional negotiator, who turned, o.w" to be the Woroe seer
if He had gained a reputation i nAttorney, Matthew McCann
desirous 01 breaking teacher associations and for negotiating
contracts without the binding arbitration clause. Lack of
ch>.s clause in a contract left decisions on controversial
ussues to the school committee or the court. With the school
committee and Mr. Trask taking a hard line, negotiations for
a conti act proceeded, at a slow pace as the two negotiators
spent moot of the time trading insults. After numerous almost
fruitless negotiations meetings, the QRTA finally requested
fact-finding in an attempt to move negotiations along. How-
ever
s prior to fact-finding, mediation must, be tried; there-
fore
,
a state mediator talked to both sides and got both
sides to agree to resume negotiations without the profession:;'
At length a salary schedule to become effective for the
year 1971-72 was mutually agreed ut-cn even though the remain-
ing terns of the contract were still being negotiated.
During the lengthy contract negotiations leadership in the
QRTA underwent several changes, as did the membership in the
PR & R committee. Some of the changes were due to the large
turnover of staff in 1971-72 at the close of the school year
while other changes were due to rumored pressure cn learning
Coordinators who held QRTA leadership positions.
T.ne QRTA ; which began a 3 a weak organization, now became
the screen behind which teachers could safely register their
professional concern over the deteriorating educac.lv/ -ai.
climate which existed at Quabbln. Teacher reaction to the
climate occurcd in the form of grievance, one after another,
perhaps the most important one was leveled
again*
t
individual and group counseling as mandated by the adninli tra-
tlon* This grievance reached the fourth level which was
binding arbitration before finally the school committee
agreed co the spring of 1971 to make all guidance counseling
a voluntary part of one's Job* With good faith In the school
committee's word
,
the grievance resolution was accepted by
the QRTA and the grievance dropped*
Membership in the QRTA attained now heights as school
opened in 1972 with teachers once again faced with guidance
responsibilities or study halls. By this time discipline
had become so bad that many teachers could not face the pros-
pect of supervising study halls; so, even chough many were
against the concept of guidance as it was being implemented
by the administration, they chose guidance over study halls,
A split occurred in the faculty over the issue of guidance,
as a minority approved the new system although the majority
of the staff were against the system* However, most teachers
were given no choice. They were told that without a contract
for 1971-72 they could be and would be assigned as the admin-
istration saw fit in the best interest of the school*
Insubordination and loss of a Job faced those v:no did
not conforin. Whe n i t su i ted adminX s tr a t ion pur p0 ses, the j
jfjRid the terms of the old contract 3t 1 jl.l held because past
practice becomes the basic for present practice* o.n turn,
when the administration chose to ignore the x orimer c-uht? ao „•
,
the statement v;as forthcoming that , the teachers had no
contract and could be told what they were to uo«
The ORTA really began to opart its strength to
00 e
^
ts me iiibe x s and let the public know o f conditions here at tie
school. An unfair labor practice suit was filed against the
schoo; committee for not bargaining, in good faith and for vio-
lation oi terns oi the forcer contract* VJhllc waiting several
weeks for the processing of the unfair labor suit, the qhta
voted an unanimous "no confidence" vote of the superintend-
ent's educational policies snd their implementation. (The
Superintendent was notified of this "no confidence-" vote
prior to a press release of the vote.)
Numerous grievances were filed in the order stipulated
by the former contract, but the school committee failed to
honor them as they said there was no contract. The QRTA
again decided to go to press. Many torturous hours were
spent preparing numerous press releases explaining that most
teachers felt that above all else
,
the guidance of youngs •••or'-,
in the school by teachers untrained in guidance being asked.
to assume a guidance role was insufficient, and that the
students' academic training was being sacrificed because of
the added responsibility of guidance duties.
Another feature had been added to a chaotic scene. PPBo
a nevr budgeting technique, was introduced by the superintend-
ent. Budget money was being pinpointed and allocated to
individuals and programs. For example, 4 Of# of the principal's
salary came from being director of the guidance, or pupil
personnel program, naturally he pushed for the success oi
the program both from a monetary posit Von and a per
conviction that such a system was workable and could be a
tremendous success
coalman: Speciflcally
v how was teacher time taken uo?
Q'dTA Pre s.: Teachers were pressured from all angles.
Faculty and department meeting time was devoted to curriculum
writing with objectives stated in behavioral terms. Helenre
time 9 not previously granted, was novi provided for guidance,
curriculum, or self-evaluation purposes. The 1971-72 school
year covered the period of the school* s self-evaluation to
be followed by a formal evaluation by the NEACS3. Discontent
was rampart within the staff; the word strike was heard more
often. One had the feeling that most of the teachers were
looking for another teaching position or would take almost
any other job, if one were available, rather than return to
Quabbin for the school year—1972-73 »
Apparently press releases, rumors and student complaints
alarmed some parents in the four communities. A new group
called the Quabbin Regional District Parents Group was formed
to involve themselves with their children’s educational pro-
gram at Quabbin. This group, though small, was very active.
Members held public and private meetings and invited speakers
to lecture on topics such as guidance in secondary schools.
They attended school committee meetings and invited school
administrative personnel to their meetings to dialogue with
them. The upshot of all this was that for various reasons,
three school committee members either resigned prior to the
expiration of their term or chose not to run again ior anoohe
term of office. The three newly elected members were from
the Parcuts Group
,
Help was on the way. QKTA members took heart and
±u
continued their long uphill fight, even though the labor cult
x i.led against the school committee had been dismissed prior
to the Christmas recess. The QRTA and the school committee
wvi.t baCii to the bnrg& in ing table. Mr. McCann still re ore -
sen Led the school committee, but the superintendent never
again returned to the table after the "no confidence" vote.
The QTiTA was now represented by a MTA negotiator, Mr. R.
Mori arty. Bargaining in good faith really seemed tc take
place especially after Mr. McCann was released at the end of
June, 1972.
Many meetings took place during the summer vact ion and
.
teachers approved almost a whole contract on the opening day
of school In September, 1972; only two items remained in
question. These were later resolved and a formal signing of
a contract by both parties took place on October 19, 1972.
Over two years cf on and off negotiations, an unfair labor
practice suit, iamass ; and resumption of negotiation finally
endec' vrher r, two-year contract between the school committee
and the ulTA became, a reality for the years 1972 -73 and 197
3
-*?•'
, Actually the working conditions of this contract were
very similar to those of the first two-year contract, since
TCany of the innovations foiled and. wore replaced with the
formet trad i t i ona 1 r e t ~uos
«
Chairmail* It night bo of value, at this point* to u.-vu
the :nrw.i*r intendonfc odd;:? me himself t:> the issues he faced.
Aloe, it would give us an opportunity to look: at his perspcc-
1 5 Vc .. which. certa* ply was unique and perhaps one not able
no
bn uhrrod w> thi members of tno ‘ tot I a;, v/ho iu;e «.
No orie could conceive the problems of eo.r.rv icnt-
ing V7hlch became established when we started in with the
practice for innovation. We did try to conceive of ways l/,
which the staff could get together and react to promotions
that were being made. The hope built Into our Federal pro-
.lect with all kinds of plans to have In-service training,
which really was communicating itself, failed when the project
was turned down.
In January after the Learning Coordinators had been
selected we got word from the Federal government that they
couldn't support our program. Reflecting back now, I ask
myself, “If we had to do it over again, would I go to the
Learning Coordinators to ask them to make a decision to con-
tinue on? M I had to be the one at that point though to make
the decision* Yes—-we were going to push on with the chang .
s
that werc started
.
Learn* g Coord.: If the Government project had gone
through, do you think it might have had a different effect
on the changes that took place? Did you envision success foi
the programs that you were trying to
tiated staffing, the different types
different types of staff alignment.
my perspective, 1 had a tremendous a
project.
i mp lemen t
:
the d i ffer cn -
of programming, the
the unit structure? From
.mount of faith in the
Supt , : Yes'.
It was a oojvnuniv: a
lemr that j. a <•>,:< oy.*oh
project would hav.;
Fundamentally this was a process project.
,
;
; on project designed, to deal with the pro'o-
5 vi would fc.ee. • I think the thing the Federal
e Y/v- to have created a climate where
able to corcmuni-staff and administration would have been beer
cate* We v;ould have had a summer cf intensive in-service
training where we would have1 had people together working at
the ideas behind the change and actually making the decisions
about the change
•
I have to go back and use guidance as an example. The
original intent was really to have the staff involved in
making decisions about the roles they play and, I think, this
is where we got all fouled up because we didn't have the time
and didn’t have the setting. As I can recall, there were a
couple of staff members who worked during the summer for two
. weeks, that was all, and these two staff members described
the role of 45 other teachers. In my opinion that never
should have happened, but we didn't have the where - w 1 1 h ••all
during that whole spring to generate what we conceived
earlier as an important involvement with the staff*
Learn* g* Coord.: I'd like to deal with one more issue.
You brought up a point that 1 felt was very important from
the perspective of the Learning Coordinator, and from the
point of view of the teacher in dealing with communication.
This was the change in your behavior. The type oi behavior
that you were communicating to the staff, initially, ua-.. one
that said "I'm for teachers. I'm a person who feels teacher
ought to be getting $15*000 to $20,000 a year.” This type
of behavior, and I've got to admit it was a favorable one,
implied that here's a mrn that looks at teachers as prci.es-
sionals who deserve to command decent salaries
<
r, ice the Federal project had gone you found yoiu-se.u
communicating primarily through the only means of cor.-.unlca-
tlonn available! the Q3TA--at the negotiating table. What
happened here was that your behavior at the table, or ut
least the behavior that people perceived you to be displaying,
was brought back to the QRTA and the staff portraying you as
a different kind of person to teachers than they had seen
back in 196? «.
to say, "Maybe
can’t begin to
prepared to do
This vias now a superintendent who was tending
teachers aren’t professionals? Maybe teachers
call shots for themselves? Perhaps they aren’t
this \ 41
This is the point where perhaps your image was beginning
to change with the faculty. It may have been an outgrowth
of the negotiating table contact *
Supt*: it is true that the faculty were slowly made
aware of the innovations. They had the opportunity to engage
themselves in much of it. Also, the administration and Learn-
ing Coordinators had the responsibility to gain support, from
the staff* I never really had the opportunity to interact
with the staff* V/e had agreed that the principal was the
person, along with the Learning Coordinators, who would have
the responsibility for implementation of ideas, etc*
Learn* g» Coord,: Changes in the positions caused some
confusion* There was a time when the principal and vice-prin-
cipal were considered Learning Coordinators* Looking back,
I detected in the principal, in particular, a certain amount
of fear of what was happening to him; consequently in many of
the dlbcuss I on groups that we had, concerning the changes
the
school > as to undergo and trying to determine
eertarn goals
that particular point, the tendency for the principal
was
to back out, almost to move to a corner.
I'm not clear on whether the principal ever realized
exactly what. his position vras or if he was trying to behave
in the old mode as a traditional principal with the fcor
hanging over him that he nixght have to become a bcarrinv cco v'**
din ator
* generated a certain amount of fear in this person,
SuptoS This may have been part of the communication
problem* There is a distinction between communications for
making decisions and communications for implementation of
roles * Ve had a lot of dialogue, a lot of interaction about
the whole notion of what I chose to call diffused decision
making, and we agreed that somehow there was goirg to he a
delegation of the diffusion of decision-mailing within the
structure of the Learning Coordinators* How was this going
to happen? At least the principal and I agreed that he had
the key role in deciding how that was going to happen. He
and the Learning Coordinators were going to work out how thru
was going to evolve as the school *s managers*
Jr* High Kanago
r
i I*d like to react to this whole pro-
cess* if you look back, the administrator had a 1 ot of con-
fidence in department heads because they were hired for their
expertise in their subject field* But, then, when the Learn-
ing Coordinator positions were created, and filled, there
£011)9 //earning Coordinators who had not been department heads *
Those who had been were suddenly expanded off into other area
I think the administration and especially the principal,
vliero ho felt he could rely on the department heads in the
pact to take care of things in definite subject areas, no
longer had the ooai’idenco in his leadership that he Corner ly
4
he now felt the bur-
had, I think, because of his behavior,
den more on his own shoulders than he hud m the past. This
undoubtedly, contributed to a breakdown in the Learning
Coordinator concept.
QRTA Pres
.
t
I*d like to interject something here. As
Learning Coordinators left
,
they were not replaced. This
both placed a greater burden on those who remained and left
some areas such as Hath/Science practically uncovered. This
in turn caused much uncertainty among the teachers and a
feeling that no one cared about them.
Supt.s Let me interject another element here, which is
related to this. It was the unanimous vote of the committee
in 1969 to support the Learning Coordinator program and
innovative changes. What happened! The change over of
members on the committee within a six-month period really
changed the whole tenor of support to one of doubtful confi-
dence in the innovative changes. This put pressure on the
superintendent. For example, when one particular Learning
Coordinator left before the end of the year, the opportunity
to replace him was not there as far as selling & replacement
to the new committee. This is another element, which I
would call a communication problem. I guess, the*, greatest
mistake I made as a decision maker and as a superintendent
was not anticipating the communicating problems of Innova-
tion that are created with a turnover at the school committee
levo 1
.
Learn**. Coo- : You tUd work h-.rd to soil the
innovative changes. I can remember ha.i ruvL
ments through Dwight Allan, who was D«?an of the School of
Education at the University .of Hass.
,
to meet and t.h, ;v .
the school, committee at the University about the movement
in education toward differentiated staffing. Dwir-ht Allen
did a good job of selling this concept. The school com-
mittee members*. who were there, walked away with a reelin'-
that * Ten
,
i
:!r * Trask and Qu&bbin are definitely movie;
.
the right direction." Granted, this was the old committee.
Supt. s As far as the local system and local community
were concerned a lack of confidence had developed v hen t'r
Federal Government turned down the project and wouldn't n.;t
money into it. It made little difference to them why the
project was turned down whether from lack of conf idenee
,
money v or whatever,
QRTA Pres,: I think h er .?• , too, wo have t c ro a 1 i za v n
i
teachers are very sensitive to feelings and moods. As she
work load became greater for Learning Coordinators with ch.
reduction of their, numbers
,
teachers rendered at timer
the plan would carry through and if Learning Coordinators
were really skeptical of its success. Also, these feeling
didn’t do anything to create confidence in the whole c-rorr
Learn* g. Coord.: One thing that bothered me, } > '. Par-
ticular > v; as that, initial Xy when the learning C'ooi '• i vu- uoi >
positions had been set up and meet rigs scheduled. Le.-i. u.v.n r.
Coordj •‘is. cots net hit without the principal. I'd have ve
that Jw . sent from three foxii
' the ......... . -
Inga \it- had * This begsn to generate a certain,
amount o\
doubt and com: ternation within thy Learning Coordinator
ranks. Here was a man operating the school In a very tradi-
tional mode, trying to hold onto his position and also trying
tO cope with Learning Coordinators who were communicating
with the superintendent directly.
The Learning Coordinators felt the communication they
were getting from the superintendent was actually going to
be honored by the principal; but keeping* in mind that the
.behavior of the superintendent was completely .anti-ethical
to the behavior of the principal, this was not the situation*
I think this Is very important in dealing with the structure
and perhaps tatamount in dealing with the collapse of seme
of the innovation change that went on here.
Jr* High Manager: I can’t speak for the principal, but
X think he, perhaps because of the superintendent's involve-
ment at Quabbin at the high school level, wondered just what
his role was. I feel that the principal suddenly felt that
the superintendent was assuming the role of the principal.
Also, teachers perceived this to be happening.
Supt & : I know this to be the case—because he and I
dealt Y7ith this and substantially he, in evaluating me, teit
that I was a frustrated principal. He felt I 'wanted to be
principal . The reality I guess is that I as superintendent
felt the frus trat ion of be i i 1g the ou t s lde r . X a id
n
f t c or : -
ceive the role of superintendent to be one oi “hands off."
I think it is relevant and we ought to deal here wivt the
expectation of the superintendent
.
When it came to the issue of the taxpayer telling the
school committee, "NO, you can't have money.” I think per-
haps the staff expected the superintendent to rise up and
battle for more money. I know the principal discussed this
v/ith me. He felt my role as a superintendent should place
me out there battling with the school committee and the
community to get the staff that we needed,
I believe that the School Committee was reflecting the
honest position of the community in that it couldn't afford
to be up in the 85th percentile as far as the per pupil cost
v;as concerned for schools of comparable size and character-
istics
.
Chairman: What was the towns* ability to pay in terms
of percentile?
' Supt.: Down below the 20th percentile. Nevertheless
the point I*m making here is that by not reacting and battl-
ing for money to meet the staff expectations, the superin-
tendent acquired the image of being a deserter- of teachers.
1 had to t alte the position wi th the s chcol. c omm 1 1 1ee , • 1 1
h
the community t and with the teachers that I would fight when.
v?e got down below the state overage per pupil cost for
regional schools. Then I would take the position of fight-
ing, but until vre got down to that level I honestly had to
take the position that we had to reorganize within our
school
•
Learn* g* Coord.; I’d like to address this to one
situation that might bo important to other institutions
undergoing change* Initially I thought a lot of the planning
was valid * First of all, you aligned yourself with a consul-
tant from the University of Mass., a man who had good creden-
tials and v;ho had been close to change psychology. He had
been directly Involved with the examination and approval of
government projects* In fact this was the person v:ho wrote
our project and played a very important oart In it* Now I
feel a large number of teachers had their confidence shaken
in the University*
Somehow, somewhere along the way, the alignment we had
with the University just broke away because the project
didn't go through. Perhaps if It had gene through we would
have been in a position to utilise some personnel from the
University to help guide us through the change, I was
wondering how much commitment they had because the Universit
had played an important role in influencing many of the
changes implemented. Once we got started, I felt we had
been deserted.
Supt .
i
This is where I have mixed reactions to commu-
nicating among ourselves. Remember the Timber Doodle*
experience* We went outside and brought in a consultant
that dealt with human engineering. The experience was good
and yet
,
I don't know if many people realized that 1 was
pushing to have someone like this come In and work with the
*Timber Doodle -rat a
where the / a m i n
i
<
'
a.1 1 o
a
met with Dr* iiemrev \ :uv-
Ha aobus • tv.: be men i a
attei ipt to cc m. • ate w
hunting lodge In New Hampshire
y Learning Coordinators, and ORTA.
..
-j th Un ' ve rs i t y of
v;ee kenci of human encounter Ing
ith one mrc fcher.
stc.1 f «. There were reasons v.’hy It was rejected although X
still d on e t know them.
I personally pushed for this kind of an experience
beyond that of Timber Doodle,
Jr* High Manager: There vias very little follow-up to
that entire experience, I thought in that two -and -one -half
-day period there was a very open discussion,
Supt » : We seemed to close right up after we came back.
Jr* High Manager: There was no follow-up at all.
QRTA Pres.: Was a report ever issued by the consultant
on his impressions of that meeting?
Supt,: Not as an evaluation report. We did get a
summary. I refer to It as the miracle of dialogue, for it
seemed to me that a miracle did take place at the end when
Prof. Blanchard, after all of the two days of interaction,
said, "What are you personally going to do to improve things
when you get back? What is the one recommendation you'd
make to someone else?* 1
Learn* g* Coord,: He did a fine job- -he came primarily
as a human -relations engineer In that he was going to lead
this session for two-plus days. As far as follow-up, we
didn't give him that opportunity because he was cut off after
that retreat. If ho had been given the opportunity to coma
back, I think he could have worked closely with bringing the
QHTA and administration together. I think perhaps he could
have perceived and isolated anme of wie prool eras we
lb?, human relations, the communications problemsfaced with,
and even the behavioral problems.
QRTA Pres • s It was my understanding at that time that
he was to come back after a .certain period of perhaps 3
months
,
6 months, or vreeks, and talk further to the people
who had been there. To my knowledge this never happened.
Supt.s I talked with him about the notion of a follow-
up, but the response was just: ‘’Blaht**. i did* t get the
response I was hoping for. This is what happened relative
to a follow up u
School Comm. Member: This is what it looked like cut-
side. The teachers reacted in 19?i« They rallied behind
the QKTA and turned a former token organization into a loud
spokesman in behalf of their professional reputation. The
climax of the QHTA.* s push to right themselves in the oor/'w-
nity came with the publication in the local press of a NO
CONFIDENCE V0T3 to the superintendent. Then the QHTA again
turned to the local press end published a statement that
their .concern was not money but quality of education given
to the children. To prove that personal enrichment was not
their goal, they agreed to ask for no pay raise for a year.
They further agreed to a pay cut if the administrators would
match It. This schism between educators was heard in the
community, and the seriousness of the crisis was realize - '
by concerned people in the district. Moreover, these peonle
were for tb - zest part professionals who met regular j.y in
the ir dal! y dus iness
.
They found tlw: the Quabbin situation was occupying
rh
more and more of their conversation* They reasoned that such
mistrust could not be left to fork Itself out without inflict-
ing damage on their children’s education. The teachers*
morale had fallen so low that some of their attitudes bordered
on carelessness* It did not look to them as if the adminis-
tration was in contact with the teachers. It was then that
they agreed to form a parents group In an attempt to investi-
gate the problem at Quabbln* Volunteers agreed to survey
line parents of the Quabbin community and find out what the i r
feelings were about the situation at school*
The results clearly showed that the community was dis-
pleased with the teacher-guidance program* Teachei'3 said
they had found the program unworkable. It was not working
.
and the public knew it*
The parents group brought the findings of the survey
to the school committee from whom they had originally getter,
the consent to conduct the survey and asked that they take
action to remedy the situation* Then they turned to survey
the teachers* The return showed there was no communicati.cn
between the majority of the teachers and tue P' iroipu--.
*
It was then obvious that there was a double cioc kag'.
of communication? first, a reluctance on the part of teachers
to tackle the administration, and , second* a resistance o
the principal to bridge the communication gap. The group
brought their findings to the school committee as
they felt
that any nttwri. or. the hart of an individual
teacher to
contact r,. administrator world stigmatise
him as incddlinj.
S-4
iThus j it was not likely to occur* It seemed that the admin-
istration's morale was just as low as the teachers.
Several members of the ‘parent group ran for and got on
the school committee. They continued to discuss the problem-
out of committee meetings as well as in. The situation looked
hopeless; then,. the principal resigned. Kis resignation
left an opportunity to plug the communications gap betvreen
the administrators and teachers. Much debate took place on
the committee before finally enough agreement was reached to
try an administrative team approach.
Chairmans I suppose the superintendent should answer
this --what is this
Supt.: Well,
new administrative concept? Is it working?
first of all we have backtracked in that
the traditional department head structure has been restructu.
Teachers appear pleased with it. They like the idea of a
curriculum home base.
On the administration level, however, we have an admin-
istrative team composed of a superintendent/principal and
three assistant principals? one for grades 7 and 8 , one for
9 and 10, and one for 11 and 12. They are actually associ-
ates to the super ir.tendent/pr Inc ipal* All of the administrate
were taken from the inside. Believe me when I say that comma-
nl teating ana humility are by -words a- Qu.cxchj.ni
The initial response to the team was pure skeptic is*:.
,
but the h'.TA graciously decided to give iz a chance. io
it f\\y:
3
to be on the wav to total acceptance. The school
o< B had decided on thin structure and !.u has asked th .
it be under constant evaluation* Response from the students
to it has been very good.*
RetroSrec t ion
Chairman: Are there perhaps gaps that you would care
to fill before closing this dialogue?
QRTA Pres,: In retrospect the past three years destroyed
part of the teachers good faith in the administration* Fer-
haps this is good as today *s teachers are more realistic,
militant and wary of new ideas. Many good teachers have left
the system* The guidance department is back in the school,
Learning Coordinators ended their term of supervision in
June
,
19? 2
u
The traditional department head setup is back,
seme new faces fill old positions, teachers seem happy,
students again seem happier than for the past three years,
end the previous principal and assistant principal are gone.
In their place, one new innovative idea is in effect,
that of an administrative team consisting of our super into
dent/principal end three assistant principals—v;ho were
former department heads, Learning Coordinators, and are now
assistant principals* Old scars are hard to head., Lux; crery--
one is trying to forget and forgive and move forward pro-
esnsionally to a better educational climate for the Quabc.
n
students.
Ji't High Manager: A comment I’d 3 ike to mai'e\ it- r.&}
be a -.riticlM and X guess it is but the parents in
these
with the school
*.v six years have had very little to
do
five
unt i
1
that thecrisis presented itself* It sees9 to sc ,
parents* group
,
whies was instrumental in making some of the
changes that recently took place, should not Just be crisis
-oriented, but get involved in all of the school affairs at
any time* I think there is a communications gap here*
I know it is very difficult as educators to get parents
involved. When vie have an open house you see the same very
few parents each time. The only tine you may see them other-
wise is if we are having a concert of some type* Many times
we have said the school Is open for visitation at any tine *
but very seldom do we sec any visiting parents.
Learn* g. Coord. s You have to realize that parents have
a tendency to view education as a pretty closed system in
that they do not have an opportunity or dare to probe it,
since most to them don’t feel adequate or confident enough*
Consequently, if their youngsters are happy end seem to be
getting an adequate education, they don’t feel they have to
bo ther the 0due at 1opal establ 1 s \ment
One of the things vie have done at Quabbin is to invite
the public to come in and take an active part, but I honestly
feel that if a good environment is reflected in the attitudes
of the kid, there may be a tendency on the part of the public
not to get involved. Maybe it is the nature of the yuoric
to come forth only when a crisis develops. I do nave to say,
though, in 1967 at the first open house we had IPCO-ldOO
parents here. But that was the only time we ever drew so
many at one time except, of course , for our music program.
Schoom Comm* Member: I’d like to interject a thought
here. I tried in my summarization to express the opinions of
the public* I didn’t try to inject my own, tut as far as
visiting the scnobl, 5rou people must feel like charging me
rent* Host parents are not conscious of the changes of which
have taken place within the Quabbin School structure. They
are only conscious of the fact that there has been a change.
They have heard of the team.
They do not get that involved. They have heard of or
read what was published in the newspaper and sc were aware
of this information, but they didn’t and still don’t under-
stand differentiated staffing, Learning Coordinators, and
they are not about to get involved with it. They are fright -
ened by the educator’s terminology.
Supt.: Let me kick off on that because I think there
are some things we have all concluded and that is that
innovation, change, or whatever, adds confusion for everyone
*
There is a fear of new labels that has been carried. to
the new structure. We ran Into the question of what to call
the assistant principals. We really felt that function
deserved the title of associate principal, but the conclusion
was, you’d better call them assistant principals because
that is a title people bad experience with in the past.
Another thing along this same line is that I’m most guilty
of using terminology that is referred to as foreign language.
Learn ’g. Coord.: Another thing that appears real here
3 cj the difficulty you had common leaving with the school
1 A n
committee, the faculty, and, In particular, even the commu-
nity, but 1 think you have made the move to slow do;m and
attempt nothing more until we are able to communicate. This
is one oi the things that has been an outgrowth of this kind
of an experience.
The language would certainly be appropriate in an
educational environment, probably at the university level.,
but never at this level. Many of our teachers critized you
because of it* Think of some of the terminology, some of the
acrohisms, that came out. PPBS
,
for all these people knew,
was some great system somewhere, but their understanding of
its local application was nil.
School Comm. Member i How many times when parents
attended these meetings, afterward they would come to me, or
someone else who was familiar 'with the educational terminology
and ask, “VJould you please Interpret what they said in that
school? These people are speaking a foreign language
QRTA Pres * % I think the school committee members some-
times find themselves in this same situation and, since they
are elected officials who do not want to lose face with their
constituents, would rather more or less vote in a vacmean of
knowledge—for or against something , without rhyme or reason
--than plead ignorance *
Supt * i This has trebled me for by nature my intent is
to cover a topic thoroughly. I ask if it isn't one cm the
problems lr* cor.amunicat5.ng? As for: strategy of cnange
have boon raid by people to leave Tee important things enuer
cover some place* Leave the labels as they are, and go ahead
and do it® Yet
,
this binds me somewhat, too, because v:nat*s
happening shouldn’t be disguised*
Jr* High Manager: I did notice that at the last school
committee meeting when vre got into the discussion of the
budget, they are used to the old line item type budget* When
you passed out the (a) Instructional program, (b) supportive
programs, and then you still had the old line item budget,
suddenly they had three pieces cf paper they had to refer to
and x think they were really lost by the whole process*
Learn’g. Coord.: 1 can think of one situation that
bothered me particularly as I reflect back* It certainly
displays some misunderstanding. When I questioned something
that the superintendent had brought up, he1- <*- p A rrrs Hv>*n
weren’t programmed to do that.’* This
iiy function as a quasi -administrator
was a turning point
at Quabbln because I
j n
wasn’t programmed. If so, for what?
Supt * : W as I s e r
i
ous ?
Learn* g* Coord*': I thought you were serious. It
bothered me at that point because this again wasn’t your
behavior pattern. Perhaps you were undergoing a great deal
cf frustrations.
Supt.: Let’s respond to that because 1 think we haven’
talked about what I think 13 a tremendous change in communi-
cating* tnat is the Idea of negotiation for me role oi tne
Learning Coordinator* In theory , we real.1 y tried so i.aC;do
ute proc s of having the superintendent and
principal, who
(represented the educational enterprise
,
si do;in individ-
ual Learning Coordinators and through negotiations cone up
with a role that lit each personality! interest! and demands
on the institution* But that process—from a communication
point of view—-was not very successful* How many Learning
Coordinators said, God, look at the allocation of tasks here.
We all had to confess that Jesus Christ himself could not
have done them* But the process was attempted*
Learn* g, Coord.,: Sven though role descriptions finally
got down on paper for all of the Learning Coordinators, me
never saw your role description as superintendent or, as I
recall, the* principal* s* The principal, however > did give
us something about 50 pages long but this was put out by the
Mass, Association of Secondary School Principals, After we
generated our roles, there were tasks added dated by you
back at your office.
Supt
o
: We really did try with the school committee at
a couple of sessions to get onto the definition of the super*
intendent , s role, but you see—the problem of a school
committee sitting down and defining the role of the super-
intendent becomes an impossible task for them. Yet, the
truth is that I could sit down and describe my own role,
but this isn* t the process of negotiation to meet the expec-
tations of the school committee, it was trieo. • but v;e auaee.
more problems than we already had aiaorv/ ourselves.
Jr, High Manager; In a paper X hud written quite some
aS0 * ono of the suggestions I made was that the superintendent
and principal should write out their ovm role descriptions as
they perceived them and then, in conjunction with a committee
of teachers with their expectations, formulate Jointly what
the roles are for the superintendent and principal* However,
that never occurred*
School Comm* Member? Do you realize, that if there were
clear job descriptions throughout including one for the super-
intendent that he could no longer play Super-man? I think
this was driven home very clearly by one of our member’s
statements that we should hire administrators, let them
flounder about until they make a mistake, and then fire them*
Supt*s That’s the kind of accountability pattern that
X 9 m trying to eliminate*
School Ccrra* Member: But this is exactly the position
the school committee sits in* If we ever define a role we
than no longer have the right to criticize the man if he is
operating within our definition* You'd never get them to
do 3 1 *
arn
'
g * Coord* ? After having gone through the sxp—j. 1
ence f 1 have some second thoughts about being willing to
nit down and rehash this again*
Jr* High Manager : 1 think many o', us really ^ *
frustrated by the whole thing as the atmosphere became dark*
I think one of the things that happened over the
pact
five ye arc was the development ot\ what we cal lea an
"avoiaau..*
techniques " • Any time a problem came up, we discussed Jt«
In the discussion problems were created. We Just kept disea
cussing them and Just kept cheating new problems. I hope
now that throughout all of our discussions we can get some-
what task-oriented
,
not Just keep discussing, but in fact
get on the right track and make some decisions ancl say this
is the way It's going to be.
Learn 4 g Coord# i Change was implemented, for the most
part
,
top down, and never evaluated. We didn't couch it
until we had a conflict# Take the guidance program, for
instance 6 Many parts of that program had merit while others
d ! dn t but it was never evaluated*
All of a sudden a crisis would flare up then we would
have to face \t\ consequently, it seemed to me that we were
facing one crisis after another. One of the things with
which I'm concerned now in the new structure of the team
management is that we * 11 have a chance to deal with issues
before they become crises
«
We all have to compromise, I can see efforts along this
line being made as 1 perceive a tremendous change in the
behavior of the superintendent , the QRTA ? and teachers who I
also think felt a tremendous amount of frustration. Vie are
at a point right now where there's only one place to go—and
that has to be. up*
•; A
a
pres, ; X think the ORTA was very re :u-'-\.v.n- •
!«• owl (educational phi i t of a fceaoher'3 role, to erert
the power which it acquired from necessity. It. tried for two
years to be heard. When all else failed, it had to resort
to the press to inform the public of conditions at Quabbin
f o j. the sake o* the students.
.1, for one
, in be in?] president
for port of the two years, am very proud of what I feel was
the honorable and restrained process they used. I now feel
that the QRTA perhaps never again will be a weak organisation,
but 1 think it would prefer to work with the school admin is tr
a
tion for the good of the students, rather than to continue to
exert power just for the sake of exerting power. Our teachers
who are concerned with the welfare of their students.
Supt < : This is where I would contend if we want to see
good, the good is there. I submit objectively, candidly, that
coming out of this experience is what I would call so 1 .
^•reliant teachers 9 organisation. They surely are going to
be monitors—monitors of administrators* behavior. 1 would
contend this is a very respectable role which they should be
playing* Probably they wouldn’t have gained this status i:
we hadn ’ t had th i s experieno e .
I would say that what was promoted was heavy concentra-
tion of organizational behavior while we overlooked personal
human behavior. At least we weren’t sensitive to it. In
human behavior the name of the game is communicating. Some-
how we took it for granted that everyone understood when in
reality they only felt intimidated are frustrated.
Chairman ; If one concludes :m ; we Quabbyn c.vperce.
xoo
amounted to conventional educational behavior being altered
with accompanying tensions and then being restored with
accompanying equilibrium, then, the point of the Quabbin
story becomes lost. What changed during the 1967-1972
pei iod isn* t nearly as important as what was learned about
the process of change in that interim. The importance of
communicating has been established at Quabbin! With this
understanding in hand, subsequent attempts to alter school
practices at Quabbin are likely to proceed carefully,
deliberately, and meaningfully.
If only this lesson can be shared with other groups
of educators about to embark upon a change effort, much
progress and "esprit de corps” can result for the sake of
better education for all children and young people.
Summary ; Tape d Interview with the Sup
e
r 1 n t e nd e n
t
of Schools
The interview with the Superintendent of schools was
designed to gain a better understanding of the following:
1, A more comprehensive picture of the Superin-
tendent by having him share his ideas on the
following*.
A, change and innovation in education
B. change process
C. management x 3 responsibility in the
leadership of educational change
2 0 The Superintendent's assessment of the Quabbin
change experience in terms of the problems,
s u c c c 3 se s j. and fa i lures v
Within the range oi these two items, it was possible to
capture the essence of the lengthy interview with the Super-
intendent (see Appendix A). He was most gracious and will-
ing to give his time hopefully to contribute to a study that
he was confident would help others concerned about educa-
tions] change and innovation*
When asked about the nature of change in education, the
Superintendent was quick to point out that change is the life
blood of society, especially in this day and age. His primary
commitment to education carried with it an equally significant
commitment to change as the agent of systematic growth and
development. In no way, however, did he feel, that change be
predicated on the trite expression: t! change for the sake o,
change,” He pointed out the need for the system to maintain
itself, but good maintenance is contingent on development of
what is to insure existence. This is also to say that ideas.
concepts, and programs may have to be discarded if either
one or all fail to meet the objective for which they were
created* He projected these ideas while pointing out that
change and innovation, although professed to be important by
all, carry with them tremendous pressures for the persons
wi thin the change atmosphere because security is threatened*
To over come this obstacle would be, in his eyes, a tremendou
task.
The process of change in any system in for nit. a situa-
tional question. He would not sns»e that existing
conditions
VfO
and personnel somehow determine when and in what manner change
wia.1 coxae# Successfully planned change will not occur auto-
matically without considering the intervening variables, and
success is dependent on whether or not it is possible to
acknowledge and treat appropriately those variables that
could threaten the health of change and innovation.
The change process, then, may take a number cf forms.
It may be quick and vast, slow and piloted or any combina-
tion thereof. What is significant in terms of success in
changing, as has been stated by the Superintendent, is the
need to have leadership in the school that can carry the
ball. In Quabbin * s situation the leadership was to be in
the ranks of the Principal and the Learning Coordinators.
Through their maturity and self-directiveness intervening
variables as well as process could be adapted to the set
and setting of the system.
In the paragraph above, it becomes clear that the
Superintendent links process and change management together.
He viewed change preparation as the outgrowth of shared
decision making on the innovations to be implemented and the
nature and form of the change process to be used.
The change experience at Quabbin encountered problems.
Prom the Superintendent * s perspective it would appear that
first of all the L/C's did not behave as managers of change.
Pc.Kt, the faculty na 3 not supportive of differentiated
staffing and the Innovations that fell under its umbrella.
Also, the financial base of the community required thab
alternatives be pursued. Finally, particular issues like
the teacher/counselor may have brought about the ultimate
/
death of others innovations that could have worked.
-ihc real successes that evolved from the change, as
cited by the Superintendent in his interview, would be the
restructuring of the library into the instructional media
center concept and the differentiating of responsibilities
of staff in that area. Also of significant success would
be the existing practice of using para-professionals as
instructional and clerical aides.
In terms of failures, the Superintendent saw the L/C
concept as a viable alternative for department heads. The
idea of having learning generalists and faci labors stimulate,
curricular and instructional changes was based on the pre-
mise that teachers would be encouraged to take more leader-
ship into their hands without being threatened by the narrow
limitations of their training and subject matter expertise.
The hope was to see cross-curricular programming catch fire.
This did not happen.
The Superintendent f s concern for change and commitment
to changing has not been dampened. For him the knowledge
and experience that Quabbin gained well serve to help it
grow. Change is and will continue to be a significant pa Ji
to provide ’’what ought bo be,
gj^^iary : Taped Interview w.i th the President of the CRT A
'ihe interview with the President of the teacher's union
was provided to open up, in particular, the following ques-
tions :
1* What part did the faculty play in the selec-
tions of innovations and in the manner
which the innovations would be implemented?
2* How did the faculty react to the change and
implementation of innovations under the
differentiating staffing concept?
Within these two questions it is possible to summarize the
opinions of the President of the QRTA. She was eager to be
involved in the interview (see Appednix B ) , and has been most
helpful in ading this researcher in this study*
It was her contention that the eh ango and innovat iv
e
process which Quabbin experienced was something that never
gained the sanction of the faculty* Only a limited number
of individuals shared in the decisions governing this move-
ment* The faculty served as recipients of some idea the
Superintendent probably got from the University of Massachusei
on some article he read. The students however were guinea
pigs,,
Things got off to a bad start when eight faculty members
wore released to begin staff differentiation* She felt this
was done arbitrarily* Ho needs assessment had been ru: c.ud
there appeared to be no discernible reason for the Ounces
that were to follow.
It ngemed to her that all faculty could do waa
move with
the tide. The Superintendent ha 3 successfully sp3 it the
staff when he selected the L/C 1 s through e quest :i r.nable
cess. Therefore, out of fear of security, the teacher's
union was born as a force to seek help to deal with what had
become a serious concern of teachers.
There were innovations that actually helped the school,
for example, the change in the library and the employment of
aides. But on the other hand, the decision to fragment the
teacher's time and role was not something to allow without
a fight. The issue the President addressed here was the
teacher/counselor concept. It was on this idea that the t-BTa
gained its basis to work hard to bring certified counselor
back into the system. In the time that followed counsel in;
h e c arn.e the i s sue
,
Beyond the very significant reaction to contest what
was felt to be "dangerous and. inferior 1 ’ educational parch ices,
the QRTA had gained the support of many of the L/C*s who
became disenchanted with their roles. This was viewed by
the President as a move to give the issues raised by the
union more credibilAty.
Like the faculty, the majority of the L/C <3 were not-
able to behave as the new role required because no one was
sure of the expectations. From the President ' s perspective,
L/C i g began to adopt their old role behaviors wn.rcn,
for
most, was that ('<1 a d era.rumen"- head.
From the counseling issue the atmosphere ViXlhju
the
school became hostile and tense. The union brought its case
before the public through the press and the students had
been turned on to the guidance issue. A student strike in
the cafeteria caused considerable concern.
As the President of the QRTA stated the union used
every means available including help from the state associa-
tion to come in on the problems. Ultimately, enough pres-
sure was brought to bear on the most influential sources
' i puolic, and school committee) with positive results.
Counselors were hired, L/C»s eliminated and department heads
re instituted.
Out of this the President of the QRTA felt that change
would be received well were it to appear again at Quabbr* r.;
however, she was quick to say that it would be essential that
faculty share in the planning implementation and decision
-making phases.
Suinma •ovr • Tap ed Interview with a Quabbin School Comm A tteeman
The interview with the School Committeeman was intended
to round out a triangular perspective of the Quabbin change
process and innovations. To gain a good substantive summary
of the interview (see Appendix C ) . it would be necessary to
come in on the following questions:
1. What part did the historical development
of the school have on the changes that
'were implemented at QuabbinV
As a member of the par-artt c { group and
].ater tho school committee, how were
the change s at Quabbin being registered
in the public and 'how did the public
react?
As stated ny the School Committeeman the idea to build
the regional high school was never a popular one c In fact,
it took over twelve years and much political in-fighting to
finally make the idea a reality. However, in the wake of
all this, many bitter and irresoluble conflicts developed
,
One thing would be sure, the watchful eyes of many would
be on the school* Also, the hiring practices used by the
first superintendent caused resentment and fear in the rank
of the teachers within the old systems. This produced any-
thing but a positive first step for the infant school.
When the difficulties at the school hit the public,
there were mixed reactions. But as time went on, the
intensity of the conflict between teachers and administrate
became as real in the community as it was in the school,
especially after the students had gotten in to it,
A parents* group was formed to question and in time
survey the atmosphere in the school. The School Committee-
man was involved in this action, and he related the frustrs
tion in the community because the school appeared to be
failing in its mission*
Ultimately, significant pressure was brought to bear
on the members of the school committee not only loom
tne
parents' group but also from the selectmen in ttie
feeder
members of thecommunities. To heighten their effectiveness,
parents' group got themselves elected to the school committee
As related in .the interview, the rather new school committee
committed itself to making some changes, two of the most
important beings (1) hire certified guidance counselors,
and (2) replace the old administration with a new one. The
Superintendent, although he offered to resign, was asked to
stay on c
Throughout the interview a careful assessment of the
role of the administrators was proms sd. There was a theme
woven into the words of the School Committee-man which ques-
tioned the effectiveness of the school admini str at ion to
manage change. The real issue. U JL 1 L i « • •/as not .so . vu.sh
matter of poor innovation select ion as A +- vac poor mar • a - 1*^o
menb of implementation
THE SELF-AD! 'TNT STEP.ED TEACH?,?. QUESTIONNAIRE
TEACHER INTERVIEW INSTRUMENT AND RESULTS
PART I
Introduction
L I ? n very interested, as you know so well by now, in educational irr;-
vations primarily from the teacher’s perspective. Ycu may think it's
corny to say, but I really appreciate vcur wi 11 i.ngncss to help. V.'i •.
h
out your openness and frankness I could never hope to understand : Uo
effort to innovate in this school fron your point of view.
2. V.’hile everyone is talking about introducing new ideas and programs
into schools, very little is known about what happens when innovate ns
are brought in.
3. Since it is ny belief that this is one of the most important but ne-
glected problems in education, what I have been doing here is tr;.:‘r~
to get a much better picture of the practical realities and problems
arising in schools where innovations are introduced.
/ i * From my observations and informal talks T feel that
general understanding of what has been happening he
doubt edly, questions asked here that you have dealt
"I have
>
a very
However, new I want to see this process
view but in a much more systematic way.
the time when you first heard about the
f
"t 1 O t»CciC r'0 C' i. T'. *. £*
Vfhat I mean is beginning at
innovation urn tc the urcr* r*t •
6. Be sure that a name does not appear on the answer sheet to insure ano-
nymity.
7. I welcome your afterthoughts about this instrument, be they
additions,
corrections, or deletions, so any tine afterward please don't hesitate
to tell me about any changes you’d like to make.
0 please atteTrt to answer each .question within the range
ci the chvic-s
giver. However, if you feel that the choices are inadequate,
leave
the item blank.
Transition Nebe I
Let us co back to when you first he arcs t-iat
Qunooin js >.
• ^
... .
-
.y.on called "Differentiated Staffii - vhuch conti »
riu-
; additional chants such a, learning coordinators,
tesoWcounseic .
etc
.
1 . Wheti was that?
Responses
Percentage of Total
15 - 75.005 1. before it actually took place
? - 10.00 2. when it took place
l - 5.00 3. after it took place
0 - 0.00 h. never informed
J> - 10.00 5. unsure
20
How did you first learn about it?
8 - ii?.115S 1
. at a meeting
3 - 15.79 2. communicated to you individually
2 « 10.53 3. accidentally came across it
2 ~ 10.53 h. a dispatch from above
h - 21.05 5. unsure
3* Who communicated the innovation to you?
12 - 63 .165 1. thc Sup e r int end ent
0 - 0 .00 2. the Principal
1
r-‘
- ? .26 3. a department head
JL - 5 .26 h. a fellow teacher
5 - 26 .32 5. unsure
19
h
.
;crc any reasons given for it?
10 «“ 50.005 1.
.
yes
1 - 5.00 2. no
8 - ho. 00 3. vaguely
1 - 5.00 h. i Ticomprch ensible
0 - 0.00 5. unsure
20
In general
,
v rhat 1:5iT> your overall reaction tc
va; • armour ced or proposed?
1 - 5.005 1. very positive
6 - 30.00 2. somewhat positive
2 - L0. 00 3. ambivalent
7 - 35.00 ij . somewhat negativ
e
h ~ 20.00 * very negative
20
170
6 . Le
3 .
fce a littlc more specific about your initial reactions,
from the way it was proposed or announced, did you rot the im-pression that:
0 - 0 . 00 % 1.
? - 50.00 2. this innovation was 1
5 - 27.78 3. you had to try this
1 - 5.56 h. this had really been
3 - 16.67 5. there were specific 1
lF effect
: nto
So far we have been talking about the way the idea was introduced and
your reactions uo itj now let’s turn to the nature of the innovation itself!
7. When innovations are introduced into
in their reactions bo then. How did
strike you when you were first aware
duced here?
schools, many teacher may differ
the nature of this innovation
that it was going to be intro-
2 - 10
. 53 $
5 - 26.3?
6 - 31.55
3 - 15.7?
? « 15.79
To
1. very positive
2. somewhat positive
3. ambivalent
it. somewhat negative
5. very negative
Mow, let's explore thi
first described to you
of it?
s
i
in greater detail. After
did you feel that you had
the innovation was
a clear unde r s t ar dr
‘ 5 - 25.00% 1. yes
8 - hO . 00 2. no
7 - 35.00 3. unsure
"20
0
•
y
.vhat
,
at that' time
by introducing it?
,
did you think the Superintendent hoped to acccr.p
r
> - 2s.00% 1. personal prestige or satisfaction
3 - 15. CO 2. put the school into the 20th century
7 - 35.00 3- save money
3 - 15.00 u. give, students a better education
2 - 10.00 5 . unsure
20
10. Md you feel that there was a need "for th. s camcular innovation
this school?
2 - 10 . 55 t yes
h - 21. c5 2. perhaps a part of it
]) - ?'j . 05 Ji no
9 - i7 . 37 h. don't remember a nr.
0 - 0,00 4 unsure
19
analysis bei ng dene
11 After you first heard about the innovation did you feel you had a
clear picture of what you were expected to do in carrying out t-e
innovation?
h - 20.00% 1. yes
iU - 70.00 r\C • no
- 10.00 3 . unsure
12. In order to do
change in your
this, did you think that you would have t
behavior?
13 ~ oh'. 00% 1. yes
3 - 15.00 2. no
U
20
- 20.00 3 . unsure
13 * What v;ere thos e changes in behavior?
t
- 27 . 78% 1. more self-direction
3 - 16.67 2. ncre direction from above
1 - 5.56 3 . corr.pl ete faith in the innovation
8 - hh.hh U. knuckle under to mandates from above
•JX - 5.56 5 . insure
16
lU, When new'ideas are introduced into schools they sometimes have rosi
tive cons ,‘ ,eu^rces for teachers, po""-
©
times "^erative con cc, o i '^>nc n s « ”
tine both* ’/hat consequences did you think there would be for you
?
h - 20.00% i. positive
7
1 ~ 35.00 2. negative
6 - 30.00 nj). both
1 - 5.00 h. none of the above
C - 10.00 5 . unsure
20
15 . VJhat about consequences for other tcac
0 - 0.00% 1. positive
3 - 1-5. co u « negativ
e
13 - 65.00 ^ « both
0 - 0.00 u. none of the above
)l - 20.00 5 . unsure
20
16. VJhat about consequences lor students :
h - 20.00% 1 . positive
6 - 10.00 2. negative
5 - *25.00 3 . both
0 - 0.00 h. none of the above
% - 25.00 / • unsure
20
3 cl
17. We have been talking about many different repeats of the initial
period when you first heard that this innovation was going to be
introduced here. What was your basic feeling, how did you honestly
react to the whole notion of bringing it into this school?
3 - 15.005 1. very positive
h - 20.00 2. somewhat positive
2 ~ 30.00 3. ambivalent
5 - 25.00 It. somewhat negative
6 - 30.00 5. negative
20
«
CO|H What were over;all reactions from other
0 - 0.005 Ju .» positive
0 - 0.00 2. scmewhat posit i v
e
6 - 31.58 3. ambivalent
9 ~ h7 . 37 it. somewhat negative
h - 21.05 t. negative
19
19. Did it appear
was all about?
that, they had a clear pi
2 - 10.005 1. yes
10 - 50.00 2. no
1 - 5.oo 3. ambivalent
h « 20.00 it. do not know
3 - is.oo 5. not sure
20
20. Did they' agree? with its objectives?
A
C. - ic.005 1. yes
5 - 25.00
r\
<£ • no
5 ... 25.00 3. ambivalent
h - 20.00 h. do not know
ll - 20. CO 5. not sure
20
21, Did they express a need for thi s innovation b ei e
0 - 0 . 00%
12 ~ 63.16
5 - 26 . 3 ?
1 ~ 5*. 26
1 - 5.26
19
lr yes
2, nr
3 . ambxval ont
h, do not know
5. not sure
<-2. Did they believe that this was a top priority in this school?
l - 5.26% 1,
.
yes
13 - 63. h2 2. no
3 - 15.79
. 3. ambivalent
1 ~ 5*26 h. do not knov;
1 - 5.26 5, unsure
19
?3« Did they believe the innovation
0 - 0.00% 1. yes
9 - h7.37. ok- <* no
h ~ 21.05 3. ambivalent
5 - 26.32 k. do not know
1 - 5.26 r' • unsure
19
2h. Did they think they knew how th«
1 - 5.26?/, 1. yes
8 - ii2.lt 2. no
3 - 15.79 3. ambivalent
5 - 26.32 h. do not know
2 - 10.53 not sure
19
25. Did they believe 'that they c.oul
changes?
1 - 5.26% 1. yes
3 - 15.79 2. no
7 - 36. oh. 3* ambivalent
5 - 26.3? 1L-l $ do not know
3 - 15.79 5. not sure
30
26, Did they beli eve that thi s was
1 - 5.26% 1. yes
9 - 167.37 2. no
!i - 21.05 3. cimbivalent
3 - 15.79 )s. do not know
'2 *» 10.53 • - - 5; not ' sure • • -
19
Transition Mote ?
Now lot’s focus on that period of tine between when you first h
about the innovation and when it began to be a part of your environ:'
r>er*i
.
27. How long wsis this period?
h ~ 20. OOf, 1 . more than a year
i - 5.00 2. rj, y (r» y
ll - 20.00 3. less than s year
7 - 35.00 U. .a matter of weeks
ll - 20.00 r: • unsure
20
28. How much thinking.
>
reading, writins.
innovation at this time?
6 - 30. 00f 1. considerable
8 - hO. CO <1 . some
5 - 25.00 r. — . X .> olv.
l - 5.oo >a. none
o - O.oo cmS 9 unsure
20
29. Was there f>n-r rrer aratior io” teach**
in-service edueation corce^nir." f*e
0 - 0.00$ *]3- 0 considerable
0 « 0.00 2. sc^r
5 - 25.00 3. little
15 - 75.00 h. none
0 - 0.00 5 . unsure
20 •
30. What ’-.'ere conamjii cations concemins
l - 5. oof 1 . open
19 - 95.oo 2. top-down
0 - 0.00 3. unsure
4 £*>
s or
20
31. It nay be lata to pose this question, but who or what vas t n
moer (eftanye agent) for this innovation?
2 - 10. 00
0 - 0.00
18 - 90.00
0 - 0.00
0 •••• 0.00
20
University of Kar-sachuretts
Quabbin School ConnitTw:>-
Sr.perint end ant
)i. Principal
S * sta x .t
3.
32 . Did the administration try to find, out what your feelings about theinnovation were?
6 - 30.007$ 1J- • yes
13 •• 65.00 2, no
1 - 5.oo 3. unsure
20
33. Vlas an attempt made to answer any questions you had about the innova-
tion?
10 « 50, OOf, 1. yes
6 - 30.00 2. no
_
h - 20.00 3* unsure
20
3h. Were any of the questions or reservations you had effectively dealt
with to your satisfaction during this period?
6 - 30.007$ 1. yes
12 « 60.00 2. no
2 - 10. CO 3. unsure
20
35. Dow. as al result c>f what went on during this period, did your feeling
change about your understanding of v:hat the innovation was all about?
5 ~ 25 .oof 1. yes
1U - 70.00 2. no
i .. 5.oo 3. unsure
20
36. Did your feel ings change about the need for such an innovation here?
5 - 25. oof
n
t
«
yes
15 » 75.0
0
O
L- t no
0 - 0.00 O • rj -ure
20
37. Viere you:r feelin;; 3 altered in terms of your desire to change?
1 - 5.26?$ 1, yes
13 - 63J42 2. no
5 - 26.32 3. unsure
19
138. Is it correct to say at this stage of the implementation of the inno-
vation your opinions about it were basically the sane as the ones you
held at first?
11 « 73.683 1. yes
- 9.26 2. no
1
19
- 21.09 nj * unsure
39. At this point
cess of the i
what was the feeling you held about the potential sue
innovation?
1 - 9.26:1 1•J- • positive
11 - 97.89 2. negative
7 - 36.81 3. both
0 « 0.00 1. none of the above
0 - 0.00 9. unsure
19
TEACHER TNT EH VT HT/7 I NSTRUM ENT
PART II
Transition t.ot.r 3
Let’s shift our attention to that time in which the innovation was
operational.
1 •
2 .
How much effort did you put into trying to do it at first?
It - 21.05f 1 . great
8 - 1*2.11' n a considerable
6 - 31.58 3. some
1 - 5.26 1*. little
0 ~ 0.00 V • . none
19
that attempt
s
did you make to help the innovation on?
7 - 35. 00f 1. sought help from the administration or LC’s
ij - 20.00 2. sought training not provided
7 - 35.00 3. offered c^i t-i cisn
2 - 10.00 li. remained puraled about the entire natter
0 - 0.00 5. none of the above
20
3. V’ere there any obstacles to the innovation?
- 75. oof,
1 - 5.00
h ~ 20.00
20 .
1. yes
2. no
3 . unsure
h. V:as any attempt made to deal with the obstacles?
9 - lif.OOf
6 - 30.00
Jl ~ 25.00
20
1. yes
2. no
3. unsure
5. Did it appear that the innovation war under competent
control >
1 - 5 .oof
16 - 80.00
3 « 15.00
1. yes
2 . no
3. unsure
167
6, Who did you feel had control of the innovation?
17 - 85. OOf, 1, Superintendent
1 - 5.00 2. Principal
1 - 5.00 3. LC's
0 - 0,00 It. faculty
l ~ 5.oo 5. unsure
20
7 * Was there an evaluation system associated with the innovation
were aware of during this period?
3 - 15.003 3., yes
13 - 65.00 2, no
h - 20.00 3. unsure
20
8. Did you know how the innovation would be evaluated?
1 - 5.003 1. yes
15 - 75.00 2. no
h - 20.00 3. unsure
20
9, Did you know who would evaluate the innovation?
2 - 10.003 1. yes
Hi - 70.00 2 , no
h « 20.00 3. unsure
20
10. Was any attempt made to feed back data on the innovation?
16 ~ 80.003 1. yes
0 *> O.Oo 2. no
)i - 20.00 3. unsure
20
11, Who made thi s attempt?
3 - 16.673 3. , admi n 3 r>trat ion
6 - 33.33 o LC * s
2 - 11.11 3. faculty
ll ~ 22.22 !u none of the above
3 - 16.6? 5» unsure
15
“
112* To whom was the feedback data directed?
7 - 35.003 1
»
Superintendent
0 - 0.00 2. Principal •
7 - 35.00 3. LC's
6 - 30.00 a. School Cor-jnittee
0 - 0.00 cr> • none of the above-
20
!. Was the innovation in any way construed
working conditions contained in the con'
13 - 68.1-23 1. yes
6 - 31.53 2. no
0 - 0.00 3. unsure
19
i. Was there a feeling that the teachers’
being violabed?
13 - 72.223 iX 4 yes
1 - 5.56 2. no
h - 22.22 3. unsure
16
What was your feeling about the state of the art of the innovation
during this period?
12 - 63.163 1- 4 confused
h - 21.05
o
4. • npf'r\r
2 - 10.53 *3J + satisfied
0 - 0,00 1
:
• happy
1 - 5.26
19
/ • none of the above
16. What was the feeling of the faculty about the state of the art
of th?
innovation during this period?
1 cr of-*1 • gt • cS ‘, j X » happy
•0
- 0,00 2, o"-*
•
~ 'nH
CP c 4 . ^ 1 - — u.
9 - 37.37 3.
9 - h7 - 37 a. confused
0 - 0.00
19
a. none of the above
17. Was any ac tior: being undertaken to deal
with the environment -•r-.e -w-
novation r:ad gene -:rated
?
1 L - 57.39
'
1. yes
6 - 31.53 2 . no
2 - *1 0, hd % unsure
19
4. O'?
16. VJhat was the nature of that action?
h - 21.0$% 1. complaints
8 - 62.11 2. grievances
5 - 26.32 3. discussions
l - 5.26 h. unsure
1 - 5.26 5. none of the above
19
19. VJas any attempt made to ameliorate the environment?
7 - 35.00/- 1. yes
8 - 60. 00 2. no
5 - 25.00 3. unsure
20
20. vJho, in your opin5 on, had the authority to do this?
18 ~ pn.oc
%
1. Superintendent
2 - 10.00 ^ * Principal
0 - 0.00 3. LG's
0 - 0.00 h. facuity
0 - 0.00 5. none of the above
20
21. ’..'here vras th e innovation headed during this period of the innovation?
0 - 0,00% 1. toward success
19 - 95.00 oL * tovard failure
1 - 5.00 3. unsure
20
22. VJhat positive effect did the innovation have on the school?
n - 5.26% 1. added to the learning environment of the students
h - 21.05 2. increased the kno '.ledge of the faculty
0 ~ o.co 3. brought the school into line vi th 20th century edir
eg tior.nl prac :;ic r s
2 - 10.53 h. increased service to the students
12
19
~ 63.16 5. none of the above
23. VJhat negative effe c: did- the innovation have on the school?
5 - 25.00% 1. hurt the } onmiv;'- environment
6 - ho.00 2. dccroaood staff ef i'ectiveness overall
n
i
- 35.00 "i^
«
nr-lit the staff
0 ~ 0.00 ), e - •_ * '• o image of tee teacher
o
20
- 0.00 gone of the above
TransHi on Note h
This final phase of the questionnaire will deal with the total ef r«ctthe innovation has. had on the school and community from the ti*« the inno-vation was operational to the present.
l0
2l** VJhat effect did the innovation have on the student body?
0 - O.OOf
11 - 57.89
_8 -
19
>
o
good
bad
3. unsure
2b* VTiat ei feet did it have on the community?
3 . - IS. 00%
11 ~ 57.89
Jl ~ 36 . 81)
19
1. good
2 . bad
3. unsure
26. VJhat was the ultimate action taken by the faculty to deal with the:
innovation as it affected them?
3 •r. 15. oof. 1. discus si ons
7
t
- 35.00 <' * grievances
2 - 10.00 3. court action
8 llO.OO
*
cry to the public
0 - 0.00 r* none of the above
20
27. VJhat was your final . opiniont of your <
2 „ 10. oof i-w ft good
1.1 55.00 2. poor
5 — 25.00 ^ 9 bad
2 - 10.00 lu none of the above
20
28. ’•TVlat was the final opinion of the st.
the innovation
0 Q ^ 0Qf 3. good
10 - 5o!oo
/
0
4.. ft poor
10 »r 50.00 ^ * bad
0 0.00 < « none of the above
aff after its experience with
29 . • Jh^ in your opinion, was responsible for the overall rucccs:
failure of this innovation?
or
15 - 75.oo:i l. Superintendent
1 - 5. on 2. Principal
1 - 5.oo 3. LC s
3 Ml l5.oo h. faculty
0
20
0.00 5. none of the above
30. VJhat seems to be the overall feeling concernin;
0 ., - O.OOl 1. it was successful
3 - 35.00 2. it was somewhat successful
11 - 55.00 3. it was a failure
6 30.00 U. it was devastating
0
20
— 0,00 5. none of the above
Transition TTotc 5
The final questions till deal with attitude toward innovation a:
cheapc after one has had er-roeriences in this dor:'in. It is ir- A ^ h
attempt to assess: the de"roe to which one feels 'that change i s either
portant or dangerous in the educational setting.
31. At this moment how do you feel about change as a viable force in
cation?
7 - 35.003 1•L 0 very positive
5 - 25-00 2. somewhat positive
5 - 25.00 3. ambivalent -
3 - i5.oo h. somev:ha t nogative
0 - 0.00 *2 « very negative
20
3?. /re changes from the top worthy of consider*ation?
lU .. 70.003 1. yes
h - 20.ro 0i~ • no
2 - 10. GO 3. unsure
20
33. Is it es sentiai ah;it all changes come from the teacher
rank?
U - 20.003 1.
16 .. oo.oo 2. 'JO
0 ... 0.00 3.
20
.3l.it as it important, how an innovation enters a system?
19 - 95.ocr: 1. yes
1 - 5.00 2. no
o - o.oo 3. unsure
20
35* Is it important who Drinks the innovation into the system?
13 - 65*00^. 1. yes
5 - 25.00 2. no
2 - 10.00 3. unsure
20
36. bhat is the single most important element needed .for change to b<
successful in an educational system?
6 ~ 30.00;' 1. - communication
9 - h5.oo rs£. 4 trust
1 » 5.oo 3. confidence
2 - 10.00 a. a strong leader
2 - 10,00 cs • training
20
c Did the Quabbin change environment have that
X - 5.003 •ma. yes
19 ~ 95.00 0i . 4 no
o - 0.00 3. unsure
20
5, V.'ould you ' be a part of a whole-scale change
3 ~ i5.oo3 1. yes
11 - 55.00 if. * possibly
2 - 10.00 3. no
3 - 15.00 b . ambivalent
1
20
- 5.oo r: * rather not say
>* V.
r
O'-'1 d you consider being a part of a pilot r
change into'th & 13chop!.?
6 30.003 1. yes
13 - 6; . 00 W t under certain conditions
0 - 0.00 3, no
1 - 5.oo }u ambivalent
0 - 0.00 ? 3 rather not say
hO. How many years have you taught?
0 - o.oor, 1. 1 to 5
5 ~ 25-00 2. 6 to 10
13 - 65.0077 3. 11 tc 15
2 ~ 10,00 h. 16 or mere
20
hi. Sex?
12 - 60,007' 1, male
J - h0.005 2, female
20
What was your position during the innovation phase?
1 - 5.oo% 1. administration
<J - 25.00 2, LC
lh
20
- ?0.00 3. teacher
h3. How many yea'rs have you taught at Quabbin?
0 ~ 0.005 1. 1 to h
3 - 15.00 2. 5
3 - 15.00 3. 6
lit,
. 20
70.00 h. 7i
hh « Will you contir.ue to stay on at Quabbin?
15 « 75.0077 — « ves
’i
- 15.00 2. no
2
20
- 10.00 3. unsure
J;5. Has Quabbin "ro'7i from this innovative exp-::
12 ~ 60.001 t-L « yes
3 - 15.00 2. no
5
20
- 25.00 3. unsure
h6. Have yon per
about change
ronally gained from the exp eric
18 ~ 90.005 1. yes
C - 0.00 no
'>
~ 10.00 j unsure
20
1hi.
12
js
20
Has your position in the school changed nine the innovation period?
- 60.005 1. yes
~ 1*0, 00 2. no
18 .
?
tato of Rabbin at this mcnent in tomsr it., fata... s comitnent to current practices, et.c.?
a - 20.005 1. very positive
10 - 50.00 2. somevhat positiv
e
6 - 30,00 3 . ambivalent
0 ~~ 0.00 h. someuhat negative
JO
20
•* 0 . 00 5 - very negative
h9 . In your opinion,
totally cohesive
how lony ’.all it take before Qu<
unit in an attempt to meet its
\
h - 20.005 1. hs are there?
h - 20.00 OC * 1 year
2 « 10.00 3 . 2 years
0 » 0.00 h. 3 years
•* f\
20
~ 50.00 5 . unsure
5o« Have von r
culum
,
etc
ersonally instituted a recent char.ye 0
9
« •
12 - 60.005.
- . * yes
7 - 35.00 r .C v no
1
20
- 5.00 3 . unsure
Did you see yours
at the Quabbin sc
elf as a potential change ini.ti
hool operation?
15 - 75.005 1. yes
o
- 10.00 2. no
3:
20
« 15.00 3 . unsure
5?. T'/hc-r? chanr;
re.action?
os are non contemplated for Quabbin, v
h - 20.005 J. 4 openness
6 - 30.00 receptivity
6 on no 9
„ 9 c ri * : cl rm ( c ons t ructi v 0
)
» 10.0c h. ambivalence
20
- 10,00 c;,1
0
fear
Lmmpdiate
SECTION I. On the sheet attached, please list in priority those things
that were favorable in the change experience (innovations,
feelings, people, etc.) and those things that were not
favorable.
.
Also, on the attached sheet, please list in priority favorabl
and unfavorable forces impacting on the environment and asso-
ciated effects of these forces.
SECTION II
I. THOSE THINGS IN FAVOR THOSE THINGS HOT r ': FAVC"
Contained belov is a compilation of the
responses set in consensus priority.
1. professional staff
2. student body
3* staff rapport
h
.
cannumty coneern
staff desire for involveneni^ •
1. involvement by staff
communications
-rith staff
(language barrio
3. r.ole conflict for admini str
LC T s, and staff
h • teacher/c oui >.s e1 o r - or co-'
additional respcnsibili
t
b» Learning Coordinator scroop
6
. administrator* s attidut e/Eu
intendent and Principal
7* inflexibility of innovation
8c frustration
II. FAVORABLE FORCES UNvAVCR ART F FOG C ?.S ... L v ~ \ . ; v. .
Contained belov is a compilation of the
responses set in consensus priority.
—
1
Organizational change
j
- Ccnfusior.
QRTA Idontifi cat
i
or/
Stron vth
Con frent at i on/
O v» ** 'nvo v,
•A:v:irtistraei *e
Froe'uirc'
Tension
3s r.’' v.n r c at i or s
C'-nic-; Em strati on
Comptin; ation (raoncy) Cliques
Ccmnuni ty On r oo rt
|
Political Hove:
Coercion i
s
h*
•.+
TEACHER 1KTERVIEVJ IINSTRUMENT
PART III
FORM jf1: FACULTY ASSESSMENT OF SUPERINTENDENT
SUPERINTENDENT LEADER BEHAVTC^ DESCPTFl'ICN "e*t.
The following items describe aspects of “real" leadership hr
READ each it era carefully. THINK about hov frequently the Sup*rit
engaged in the behavior described by the iter. . DECIDE whether r.
often, occasionally, seldom or never acts as described by the i:
the appropriate column to show the answer you have selected.
Contained on the foilcuring pave is the consensus asses
rient of the SuT)G v,intendcnt* s les.cer bshnvj p-*
twenty-1vo faculty members vho were a part of the fvs.c
bin change experience.

DIRECTIONS F0D SCCP.TTJG
Total checks in each column of the previous page and enter in
square below each column. The columns on the left hand rer resen*
Initiating Structure values. The ri^ht. hand columns represent Con^^n-
tion values. Record the column totals in the Initiating St-uctu-^
-
nd •Consideration boxes below. Multiply each of thse totals by th*
inc factors indicated. Add these for a grand total representin'- ,he
’
Initiating Structure value and Consideration value,
Initiating Structure
Always 0 x U - 0
Often - 6x3“ lb
Occasionally 3x2= 6
Seldom 6 x 1 - 6
Never Li* ° i c J
TOTAL 30
1
Cons iderat lea
n~
j
Always 1 X : U :
j
Often
j
9 • •
r
j
Occ as icrally
L-
- - -
1 v a r-. V \
"
1 Seldom.
t
10 X 1 = !"•
|
Never uo
j
vM
TOTAL
FORK ft? : FACULTY ASSESSMENT OF SUPERINTENDENT
SUPERINTENDENT' T.FAFFF FIFAVI 0? DESCRIPTION OUTSHONE AT OF; TEEM,
The following items describe aspects of ’’ideal” lcader~h‘.p bera”io-;.
READ each item carefully. THINK about how frequently the Sucerir.r endene
engaged in the behavior described by { he item* DldiOK whether ho shorn;. •
ali/ays, often, occ cartonally, seldom or never act a? described by tra-
iton. CHECK the appropriate column to show the answer you have selecuec
.
Contained below is the consensus assessment
Superintendent* s "ideal" leader behavior b'
two faculty members who were a part of the"
change experience.
of the
t’.'cnty-
Quabbin
DIRECTIONS FOR SCORING
Total checks in each column of the previous pare and enter in
square below each column. The columns on the left hand represent the
Initiating Structure values. The ri^ht hsnd columns represent Considera-
tion values. Record the column totals in the Initiating Structure c.:.i
Consideration bores below. Ku.ltinly each of these totals br the woinnt-
ing factors indicated. Add these for a arand total represent In;- tr.e
Initiating Structure value and Consideration value.
Initiating Structure Considerate on
Always 10 x l hO
Often 3 v. 0
Oc c a s ionalIg .0 2 - C -
Seldom 2 :: 1 ~ 2
Never
|
0 .x 0 ~ 0
TOTAL 51
Always 5 x )• jTTw 1
Often 9 x 3 » 21
Occasionally q -r <"> s o
Seldom 0x1 * 0
Never 0x0* *
TOTAL
t
i.o i
FORK ?3 : SUPERIN?KN DENT’S SELF-ASSESSt'.ENT
SUPF?.TNT^IDKN n LF/LFR PrFtVTOR DESCRIPTION QT-FSTIOKNATFE: REAL
The following items describe aspects of "your real” leadership bsra-
vior. * READ" each item carefully. THINK about how frequently you engaged
in the behavior described by the item. DECIDE whether you always, often,
occasionally, solemn or never act as described by the item. CHECK the
anorooriate column to show the answer you have selected.
Contained on the following page is the Superantenden %.
self -assessment of his "real" leader behavior during
Quabbin change experience.
the
The Superintendent reacted to the L3DQ in the followin'
narnor
:
This leader behavior profile is difficult t ?-
caii.'e the relationships oppress an association
v;ith a group. My leadership involves signi-
ficant numbers of different groups: QuebMn
administrators and supervisors, facuity task
.forces, a number of school committees, nego-
tiations team, etc. I prefer to be seen
through someth in ~ like the ’’life Chicle Thcor',rl ’
which calls for situational leadership stylos.
1 hope this helps! The relationship is linked
primarily to faculty and LC’s during the change
phases.
-
0J
LEADER BFIAVTO?.
DIRECTIONS :,T r '‘ SCORIHC
Total checks -in each column of the previous cage and enter in
sequare below each column. The calurns on the left hand rer resent the
Initiating Structure valuer.. The right hand column represent Considera-
tion values* Record the column totals in the Initiating Structure and
Consideration boxes below. Multiply each of these totals by the weirht-
ing factors indicated. Add these for a grand total representing the"
Initiating Structure value and Consideration value*
j nitinting Structure
All rays 0 x h » 0
|
Often 12 x 3 ~
.36
j
Occasionally 1 2 - 2 j
Seldom 2x1* 2 !
Mover 0x0= 0
*
TOTAIi
j
kO
Con si deration
Always 1.2 U « b j
Often 1x 3 - 27
j
1
Occasionally jt 2 ** -3
Seldom 1x1= 1
Never 0 x 0 = 0
TOTAL
j
39
j
FORM f/hi SI) PERIMT ENBENT * 3 S ST.F~ASSESSMENT
SOTOIBTKrTPSST LEASES BFRAVJO?. DESCRTPTTON OU ESTTOTTMAT?-? : IORAL
The following items describe aspects of your "ideal" leadership
behavior. READ each item carefully. THINK about- how frequently ^ycu
should have engaged in the behavior described by the item, Lr’ClTJd
whether vou £ hould ill gys j often ^ occasionally^ sole c v • a.
as described by the item. CHECK the appropriate column to sho*.
answer vou have selected.
or"’,
the
i
oontainod belov is the Sunorintondent
'
r
self-assessment of his selection of "
loader behavior during the Quabbin chance
experience.
LEAD??. BEHAVIOR
DIRECTIONS FOR SHORTrd
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Total checks in each column of the previous pare and enter in
square below each column. The columns on the left hand represent the
Initiating S x ructure values. The right hand columns rc ".re sent Ccrrida-a-
tion values. Record the column totals in the Initiating Structure ar
Consideration boxes below. Multiply each of these totals by the weirht-
iny factors indicated. Add these for a grand total representing the
Initiating Structure value and Consideration value.
Initiating Structure
Always 1 X lj = Li
Often 6x3= 19
Occasi onally Mi~|i"j|Onjj|
Seldom S x 1 - 5
j
Never
j
0 x 0 * 0
j
TOTAL
J
33 J
Consideration
Always 2x1;= 9
Ofwen 11 x 3 = 33
j
Occasionally 1 - r> r: R
Seldom 1. 1=1
J
: Never 0 - 0 -
i
;
t
TOTAL j
i
* • j
CHAPTER V
ANALYSIS OF DATA
It is surprising how frequently we
resist the idea of assessment. We
will deplore some existing condition
or state that a problem exists with-
out being willing to undertake the
necessary effort or even to recognize
the necessity for a quantitative
assessment of the existing situation.
This chapter contains an analysis of the data compiled
in the previous chapter. The nature of that analysis, how-
ever, evolved from considerable transactions with both
people and materials concerned with contemporary skill
development and methodologies for forecasting trends and
"futuribles • " This does not mean to say that these are the
only methods employed in the analysis. First of all, lest
vro place the cart before the horse, it is essential that
the analysis work its way around those questions which serve
to form the heart and soul of this investigation done in
case study fashion.
Then it is appropriate for this writer to say, have
determined the best means of analysis contingent on. the da ha
available and the questions to be examined*’ 1
m
M.
in
of
*LLauner F. Carter, "Knowledge Production and Utilization
Contemporary Organizations," in Terry L. Eidell and Joanne
Kitchol (Editors), Knowledge Production and utiliz ation
Ed u c at ion a 1 A din A r i s t r a t i on , Eugene, Oregon: nniversiuy
Oregon, 1968, p. 16,
Questions Centra] to the C ase Study
First of all, to remain in concert with the intent of
the study, the presence of the change agent must be analyzed.
Questions Mo* 3 and No. 31 of Part I of the Self“Administered
Teacher Questionnaire address this item and points out the
superintendent (63 percent said he communicated it; 90 per-
cent said he moved it, the innovation) as the catalyst for
change and innovation in the "Quabbin Story.” The Superin-
tendent himself states that he initiated the interest and
awareness of the innovation knovm as differentiated staff-
ing; however, he is quick to point out that many of the
innovations end aet3 associated with this organizational
change were, in fact, done in a participative manner. This
does not alter the perception held by the majority that it
was he who promoted the particular changes that touched
Quabbin. The question to be analyzed, then, is "What was
the management style utilized by the Superintendent as the
promoter and implementor of change as depicted in the avail-
able data?”
Next, it is essential to remain in concert with the
intent of this study, to analyze the various phases associ-
ated with the change process as it worked on the implement-
ation of innovations at Quabbin. The superintendent m his
interview is extremely vague about- ine change process
utilized to bring about organizational changes at Quabbin.
?09
He views the process not so much as one designed to cope
with changes and innovations, but rather as a systems
approach which addresses itself to newly defined goals and
objectives. The perceptions of the staff and their consen-
sus asserts, call it what you will, that there was a change
process that did involve interest and awareness, implement-
ation, and operationalization of the innovations. The
question to be addressed here is. "What was the nature of
the Quabbin change process, and how does that process com-
pare with that expounded by Ronald Havelock?"
The third area of concern settles on the key events
which constitute the "Quabbin Story" and the impact that
each had on the other. The situation does not merely
contain a number of independent events. These events are
associative and somewhat interdependent on one another in
much the same way that the ripples from the impact of a
thrown rock into the water influence the immediate environ-
ment* The question to be analyzed is, "How did particular,
significant events in the * Quabbin Story * impact on one
another, and what was the significance of each impact cn
the total ex iv ? roninent ? "
The fourth question centers on the transaction Detween
the administration and the faculty. .ne oel --v >• ceivd
Teacher Questionnaire illustrates a particular concentration,
The question, then, to be addressed, is "How did. the admin-
istration and the Quabbin faculty transact through tne
21
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various phases of implementation of organizational changes?"
The next item for analysis concerns the forces that
evolved xrom t±ie various stages of the change experience.
Ihis un ta has been compiled in the last section of Part II
of the Self-Administered Teacher Questionnaire. The forces
are listed in both the "favorable” and "unfavorable" domains.
A consensus process was utilized to set the priority of
each force. The question to be analyzed is, "How bid the
selected forces impact upon the organization in its desire
to change?"
Throughout the analysis of these questions in this
chapter, the writer will be utilizing his own position of
"participant observer" as a respectable and unique perspec •
tive from which to conduct this analysis. As stated in
Chapters 1 and III, the concept of participatory observation
is of significant importance in particular to the case study
method, and also as the monitoring or feedback agency on
the nature of human interplay and activity. The president
of the teachers 1 union was adamant about the need for this
position in the change environment. It is her contention
that this writer played that part. The writer would ac-
knowledge that fact and further state that his role was one
that was encouraged by the Superintendent up to tae point
of intense confrontation and conflict which re suite -j in commu-
nication problems. This matter, however, will come to light
dur ing the tnis lysis.
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Analysis of Question No, 1
Statement of the Quest-ion : "What was the manage-
ment style utilized by the Superintendent as the
promoter and implementor of change as depicted in
the available data?"
Part III of the TEACHER INTERVIEW INSTRUMENT is devoted
to the leader behavior description of the Superintendent.
The mean score results of each phase of this particular
assessment are plotted below in Figure 5„1 which contains
four quadrants whose two means are based upon the pooled
samples of administrators and aircraft commanders and may
be construed as coordinates which define these four quad-
. 2
rants.
Superintendent Leadership Style
FIGURE 5.1
FACULTY ASSESSMENT OF
SUPERINTENDENT : REAL
CONSIDERATION
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FIGURE 5.2
FACULTY' ASSESSMENT OF
SUPERINTENDENT: IDEAL
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figure
SUPERINTENDENT’S SELF-
ASSESSMENT: IDEAL
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The quadrants which are represented in the figures
above hold that a leadership style with a mean scores of
i|.9.9 or above on the CONSIDERATION dimension would be con-
sidered high on that dimension. A mean score of i±8.6 or
above on the INITIATING STRUCTURE dimension would be con-
sidered high on that particular dimension.
FIGURE 5 1 which is the faculty’s ’’real 1 ’ assessment of
the Superintendent’s leadership style represents a mean
score of 30 on the INITIATING STRUCTURE dimension and a mean
score of 19 on the CONSIDERATION dimension. Both scores
fall well below the mean scores of successful leader behavior
as reported by Halpin and lie within the quadrants indica-
tive of low structure and consideration. It is essential
to note that the CONSIDERATION dimension, although low, is
better than one -third below the total for INITIATING STRUC-
TURE which, as has been previously mentioned, is already low.
There 3s a significant difference between the two means,
21k
Ha Ip in’ s researched successful and Quabbin Superintendent's.
further analysis of these figures reveal that the par-
ticular leadership style described in quadrant I is evaluated
as highly effective
„
whereas that in quadrant III, whose
behavior is ordinarily accompanied by group chaos, is char-
acterized as most ineffective. Quadrant IV represents the
martinet and the cold fish so intent on getting the job done
that he forgets he is dealing with human beings. Leadership
described in quadrant II is also ineffective. This leader
may ooze with the milk of human kindness, but this contrib-
utes little to effective performance unless his CONSIDERATION
behavior is accompanied by a necessary minimum of INITIATING
STRUCTIJRE behavion, 3
FIGURE 5*2 which represents the faculty’s n ideal”
assessment of the Superintendent’s leadership style reveals
that they would prefer a leadership style that resembles
the one represented on the coordinates of the four quadrants.
A score of $1 on the INITIATING STRUCTURE dimension and a
score of b.9 on the CONSIDERATION form the basis of this
response. The leadership style sought here would be one that,
provided more delineation of the relationship between the
Superintendent and the faculty in an endeavor to establish
well-defined patterns of organization, channels of communi-
cation, and methods of procedure.
3 Ibid
., p. 98 .
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The scores displayed in FIGURE 5. 3 show that the Super-
intendent's self assessment, of hi 3 '’real” behavior is I4 O on
the INITIATING STRUCTURE dimension and 39 on CONSIDERATION.
This would place his perception of his particular leader-
ship style in what Halpin would consider ineffective leader-
ship behavior that could erupt into group chaos. On both
dimensions the leader would display not only a management
style that does not clarify the issues but also a style that
is below the recommended mean for success in initiating an
atmosphere of warmth and mutual trust.
The Superintendent’s self assment of an "ideal” leader-
ship style is revealed in FIGURE 5 ,)j. Here he scored a 33
on the INITIATING STRUCTURE dimension and a !;[; on the
CONSIDERATION axis. This would place his perception of the
ideal leadership behavior in the quadrant of low Considera-
tion and low Structure,
Contrasting the scores on FIGURE 5/j with those on
FIGURE 5*3 pits the faculty’s assessment of the Superinten-
dent's real leadership style against his own. It is apparent
that there is a significant variance. On the Initiating
Structure dimension the faculty scored the Superintendent
10 points lower than his perception of his real leadership
style. This would hold his leadership style on this dimen-
sion in the low quadrant. The Consideration dimension offers
an even greater contrast. There is a difference of 20 points
between the faculty's perception and his.
21
Thei e is also a contrast, between the Superintendent’s
idea of ideal leadership behavior as illustrated in FIGURE
$.2, and FIGURE £.4 which represents the faculty’s perception.
A signif i cant difference of leadership behavior is seen on the
Initiating Structure dimension in particular. In this case
the faculty perceived a score of $0 as being ideal while
the Superintendent went with a score of 33, This would
indicate that the faculty’s perception of the ideal leader-
ship behavior on this dimension would be one of high struc-
ture while the Superintendent would prefer low structure.
Again, the faculty and the Superintendent are at odds in the
perception of ideal Consideration with the faculty giving a
mean score of 49 and the Superintendent 44»
A contrast of FIGURE % a l with FIGURE 9,2 which allows
us to overlay the faculty’s assessment of the Superintendent’s
real leadership behavior on to his idea] indicates a signif-
icnat difference in terms of real and ideal perception of
leadership behavior. On the Initiating Structure dimension
there is a disparity of 21 points between the real and the
ideal leadership behavior which indicates that the real
perception is that the Superintendent employed a leadership
style which was low structure and that the ideal would have
been high structure.
Along the Consideration dimension an even greater dis-
parity exists between the real an u the idea.i. j.eade.r snip
----
of 30 points which says thatbehavio r* There is a d
i
tferenc
a
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the Superintendent’s real leadership 3tyle was low Considera-
tion and the ideal as seen by the faculty would have been
high. The real leadership behavior on both dimensions shows
that low Structure and Consideration were used while the
ideal would have been high Structure and Consideration.
Contrasting the Superintendent’s assessment of hi 3 real
leadership style in FIGURE 5.3 with his ideal in FIGURE 5,L|.,
it is apparent that there is little disparity. The Super-
intendent’s assessment of his real leadership behavior places
him somewhat near the coordinates of successful leadership
behavior. This would still give him a perceived real leader-
ship behavior that would be inflective. It would indicate
that he was low on Initiating Structure and low on Considera-
tion. It would be his opinion then, that the ideal leader-
ship behavior would have been low Structure and lew Considera-
tion.
Summary
In reality, it becomes quite clear through this anal^, sio
and the available data that the Superintendent initiated a
great deal of involvement on- many issues only to hack oi:
quickly once things seemed to be in motion. This was,
perhaps,
the most significant characteristic of his leadership
benavior.
Because he rarely stayed to delineate relationships
and
establish well-defined patterns of organization, r:
'-is only
appropriate for chaos to take over. It would
appear that the
.10
faculty made this quite clear when they suggested more ini'
tiation oi Structure than Consideration although both mean
scores on the ideal leadership behavior are in a healthy
quadrant.
The leadership style of the Superintendent is carried
over a considerable period (three years). From the begin-
ning he chose to behave in a most amicable way toward teach-
ers, and he was successful. His warm personality and concern
certainly contributed heavily to an initial change atmosphere
that would have lead anyone to feel that Quabbin was prepared
to innovate. What is important, and this is bourne out in
the literature, is the need to develop an environment that
is receptive to new and different thinking. On the other
hand, the actual movement into the implementation of an
innovation demands the initiation of structure in a consis-
tent manner. This is where the leadership behavior of the
Superintendent suffered.
Careful analysis of the Superintendents leadership
philosophy, which is the basis for his behavior, would illus-
trate his desire to promote leadership within others in the
system, Thi s was developed by him in the form of the LC con-
cept, The LC’s, however, failed as leaders, and their inabil-
ity was augmented by the Superintendent who over—zealously and
intermittently came forward to help. This, then, wou.ui account
Pop -the faculty* s concern for more structure ratner chan
? id era tion.
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Analysis of Question No. 2
Statejnenrt of the Question ? "What was the nature of the Quabbin
change process, and how does that process compare with tJ "t
expounded by Ronald Havelock?”
The contextual nap used with this question will form three charts
each oj. vnich xocuses on one aspect oi the change process viewed in an
abbreviated manner- Chart jfl maps out the awareness stage of the change
process# Chare, jj'3. lays out the context of the implementation stage,
finally. Chart #3 moves to the operational stage of the innovation. In
this instance innovation is regarded as an umbrella phase under which many
other changes and innovations either took place or resided. The innovation
at Quabbin which formed the backbone of all changes and innovations to fol-
low was differentiated staffing, the Quabbin model.
Also important to the question is its concern to compare or contrast
the change process put forth by Ronald Havelock in his recent book. The
Change Agent * s Guide tc Innovation in Education which has been discussed
in detail in the first chapter of this study# It is essential, nonetheless,
to look critically at a limited number of important elements which consti-
tute the heart of Havelock's guide. This should be attempted only after
the contextual map has been explained as it related to the actual elements
contained within the three stages it attempts to map.
Each frame of the contextual map will be linked to the Teacher Inter-
view Instrument. . In this way it in possible to discuss each frame in terms
of the perceptions of those who worked within its
Chart #1 expresses cite contextual map cf vie interest end avnr
stage of the innovation. Frame 1-1 concerns itself with the p: .
that 63 percent o 1 those completing the Questionnaire rcr’srdod t,h«
cries.'}
r.ion
3uoer-
intendent as the catalyst for change. He w as responsible
-initial' by ;'o~
the communication of the innovation to the staff. It is through his ef-
forts that other sources and resources would be mack- available to c-nbar.
:
this stage of the change process.
Within frame 1-2 the focus is directed to the first instance of a
perceived trend. First of all 75 percent reacted to the overall intro-
duction of the innovation in either an ambivalent, somewhat negative, or
very negative way. When asked about their reaction to the nature of t'-e
innovation, 63 percent fell into the range, ambivalent to very negative.
On the other hand, 37 percent felt either somewhat or very positive l'oou.
the innovation itself.
Frame 1-3 directs itself to the understanding that the innovation
would be handled on an experimental basis,
manner, j'n experimental program would hav
study which would have been used with a sm
50 percent responded in this
e presented itself as a pilot
all portion of the school in one
or more areas. In any case the innovation was felt to be implemented on a
limited scale.
Concern for the understanding of the innovation, forms tiro basis o'.
Frame 1-1; , 75 percent said that they had no clear picture ci* the innova-
tion or that it was at best vague in their eves. Later, within this oh.
80 percent felt they did not have enough indorsation about f ee innovation
to enable them to carry it out with any success, hnyw] this, Force •/
Chart
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respond that initially there was no reason given to them why the innova-
tion should be implemented.
Frame 1-5 centers itself within the need sector of the map or the im-
portance of a needs analysis or assessment which would form the basis for
the implementation oi this particular innovation, 63 percent responded by
saying that there was either no apparent need or a basis for an innovation
to enter the school.
An important concern resides within Frame 1-6 which directs itself to
the changes in performance required to meet the expectations of the innova-
tion. 65 percent said they would have to alter their behavior as an educa-
tor to meet the demands of the innovation while 20 percent said they were
unsure and 15 percent said they would not have to change in any way.
Frame 1-7 contains a context that shows that those changes that must
take place, real or otherwise, perceived by the staff, would be of a nature
that would cause the staff to knuckle under each expectation. This would
be comparable to driving round pegs into square holes. This was, at least,
the impression given to bh percent of those completing the questionnaire.
On the other hand, 28 percent saw in the behavior changes an opportunity
for self-direction in terms of acquiring the skills needed for a new role.
Back into the need sector, there is information in frame 1-8 that
says a clear picture of the innovation is not available. Nor is there in-
formation comprehensible to the extent that one could understand how the
innovation would function within the Quabbin school, environment. *nis
would imply that no model was available oi the .innovation, ihe i cache.
Interview Instrument shew." r at TO percent said that a clear picture oi
the innovation was non-existent. Within this figure, however, there are
some who do not know or are unsure.
The end of this stage of the context map rests within Frame 1-9.
Here the objectives, priority, and workability of the innovation come
under fire. These are elements that represent the functionality of the
innovation. Yet, 65 percent respond that they either did not agree with
the objectives inherent in the innovation, or they were ambivalent, did
not know, or unsure. Only 10 percent said they agreed with the objec-
tives. 5 percent felt that this innovation should have top priority in
the school. 68 percent said no while 27 percent fluctuated v.dth uncer-
tainty.
In r.o case did anyone feel that the innovation would work in the
school, hi percent were adament on this point while 21 percent remained
uncertain, 26 percent did not know, and 6 percent were unsure, '..hen
asked if they knew how they would have to change, hZ percent said, "no,’'
end only 5 percent said, "yes." Finally, 5 percent felt the innovation
would be worth their while. to implement it, and hi percent said that it
would not be worth their while. This would leave 18 percent who are un-
certain of any value to be gleaned from involvement in this innovation.
Chart HZ contains the contextual map of the implementation stage.
The map moves from the decision to make the innovation an
integral p,-.r..
of the school climate to a point in which the
organisational climate be-
comes unheal thy
,
Frame 2-1 points out that heavy seeding arc
discussion were underway
at this time to get the innovation through
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that this technique was employed to enhance understanding, acceptance,
and readiness of the innovation*
In Frame 2-2, 9 CJ percent view communications as a top-down device
to bring aoout cnange* Ihe communication channel open is one-way. This
item is very significant because "The Quabbin Story" grew out of the re-
cognition of many, in particular the Superintendent, that lack of commu-
nication was, indeed, a significant problem that impacted negatively on
the implementation process at Quabbin.
Frame 2-3 falls within the need sector as it brings into the context
for analysis a concern for preparation not only for implementation, but
also for operationalization of the innovation* The federal project (sec
Appendix D ) had been rejected: nevertheless, it was decided that the in-
novation would continue full-scale without outside financial assistance,
A trend is being sustained in Frame 2-h in which the basic .feelings
of the participants about the innovation remain unchanged* Referring to
Frame 1-2 of Chart yl which dealt with this it
IS percent of the staff. was either ambivalent
situation 70 percent responded that their feel
om initially reveals that
or very negative* In this
ing remained the same and
5 percent were unsure. Also, 90 percent see the
Superintendent taking
command of the operation at this tune* Oddly enough, uie remaining L,
percent felt that the University of Massachusetts was the prime mover
(change agent) of this innovation.
The functional area of the context man houses Frame 2-?*
This frame
holds information that says that the skills needed to
sustain the
75 percent
imp’j client •.
felt that preparalien
lj.cn of the innovation
take place to enhanceli- the
implementation stage are lacking. 60 percent responded they could not
get satisfactory answers to their questions concerning the innovation.
50 percent said that an attempt was made, however, to answer questions.
There is also the feeling that the same position is being maintained
concerning a perceptible need for the innovation. 68 percent respond-
ed at the interest and awareness and saw no apparent need for the im-
plementation. At this point, 75 percent say that they perceived no
change in their perception of a need for differentiated staffing.
Frame 2-6 maps a context that shows that the innovation is not in
a healthy state because the organizational climate is not. In particu-
lar, 53 percent of those filling out the questionnaire feel that the
potential success of the innovation is negative. Only 5 percent sense
that the potential success of the innovation is positive while 37 per-
cent are walking the fence with the belief that the success- of the in-
novation could go either way.
Chart #3 holds a contextual map of
for lack of a better term, determines
in the system. In no way does operati
lar innovation will be sustained, ihi.
problems that touch on competent contr
alternatives.
the operationalization stage which,
that the innovation is now implanted
oral? zation insure that the particu-
.0 chart begins with operational
ol >nd moves to the need to se loot
Frame 3-1 works around the context containing the
aruownv. 01
that was put forth by
pi anted rinnov at 1 on
those completing the questionnaire to
operational* 63 percent said they put
get
for
effort
the im-
tb either
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percent oifered little. To enhance the innovation at this stage, 65
percent have said that they either sought help from the administration
or LC*s, 35 percent said they offered criticism while 10 percent felt
they remained puzzled about the entire matter. At least 75 percent said
that there were obstacles to the innovation at this tine. However, U5
percent said that an attempt was made to deal with these hindrances virile
30 percent saw no attempt end 25 percent were unsure if an attempt was
made. What is significant is the impression that the Superintendent v:as
the person controlling the operationalization of the innovation. 65 per-
cent viewed him in this capacity. It is important to note also that the
perception held here at the final stage of bringing the innovation to
Qual'bin has remained relatively the same throughout the entire change pro-
cess. Finally, there were 80 percent who said that the control of the
innovation at this time was not in competent hands while 5 percent felt
that it ws. s and 15 percent were unsure.
The information mapped out in contextual Frame 3~2 serves to bring
attention to a critical, matter that could have a very deleterious .influ-
ence on the innovation and the personnel working with it. 68 percent - elt
that the working conditions set forth in the teachers’ contracts had been
violated, 32 percent said that they bad not. This particular issue be-
comes more aggravated when f 2 percent respond, fho t then pi o.. cs^io.iAl
competence is being violated while 22 percent were unsure and o percent
said it was not.
Frame 3-3 further supports the notion that a communication
proei.cm
80 percent offered feedback on the effectiveness of
th
e
had surfaced.
operationalization of the innovation. The majority of the feedback,
33 percent, came from the LG's while the faculty only contributed 11
percent. There is, however, 22 percent who did feedback information
in the form of criticism but not to those within the school. The feed-
back was directed to the following person or persons: 35 percent vent
to the Superintendent; the principal received none; the LG's gained
3b percent; and the School Committee was given 30 percent. It would
appear that feedback was purposefully directed, evidently offered to
the person or group that could do the most with it. This would irmly
that the criticism, although constructive, was directed more so to
problems and not improvements.
The first frame to touch the need sector on this map is 3-h, Ini-
tially, a needs assessment or analysis was regarded as a moot point; how-
ever, it was never given the consideration that evaluation get,. One LC
commented out of frustration that evaluation was something like the
weather, everyone talks about it, but nobody does anything to change it.
65 percent responded that they were not aware of an evaluation system.,
15 percent said they were, and 20 percent were unsure. When asked if
they would know how the innovation, the success or failure of it to date,
would be evaluated, 75 percent said, "no." On the ether hand, 5 percent
said they did know how it would be evaluated and 70 percent were unsure.
What becomes quite interesting to carry this particular issue lurther is
that 70 percent said they had no idea who would evaluate the innovation
if this were to be done. 10 percent responded that they knew who would
evaluate and 20 uercent remained unsure.
Frame 3-5 contains the culminating effect of a trend
that began with ambivalence and has resulted in anger and
confusion. -When asked about the state of the operational-
ized innovation as it affected each individual, 63 percent
said they were confused, 21 percent were angry while 11 per-
cent felt they were satisfied and 5 percent weren't sure how
to respond. This same question was directed to the impres-
sion that each participant had about the innovation as it
touched the general body of individuals within the school.
It is the feeling of k7 percent that most were angry, and
another k7 percent said that most were confused while almost
6 percent felt that most were happy. It would appear that
a strong majority felt the innovation at this stage and
resulted in anger and confusion. When asked if anything
was done to deal with the environment, 5 0 percent answered,
"yes,” while 32 percent said, hno, M and 10 percent remained
unsure . The nature of that action fell into the following:
21 percent said complaints, i|2 percent saw it as grievances,
27 percent discussions, 5 percent were unsure, and 5 percent
felt that other alternative actions were pursued. It is
significant to note that kO percent said that no attempt
was made and 25 percent were unsure . Interestingly enough,
90 percent responded that it was the Superintendent ' who had
the authority to intervene during this time. The other lu
percent saw the Principal as the person with the authority
to better the environment. In any case, the
organization.-.-
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climate is in a most precarious situation ot this moment.
It would be fair to say that the health of the innova-
tion was identical to that of the organizational climate,
ihis becomes ever so clear when 9!? percent respond that the
innovation at this moment is headed toward failure, while
5 percent are unsure. Opinions at this time held by all
those who completed the questionnaire are that the effect of
the innovation as it has been phased into the system has
resulted in the j ollowxngs damage to the learning environ-
ment, damage to staff teaching effectiveness, and conflict
within the area of inter-personal relations especially amongst
teachers and also teacher and learning coordinator.
The final frame, 3-7? falls into the need sector as it
exhibits a context in which help is essential to bring about
awareness and action in terms of problem-solving, decision
making, and sensitivity. What tomorrow will bring if the
contextual map is expanded, undoubtedly will resemble today
if the problem is not addressed. An expanded map would
illustrate a period of intense conflict fought within the
school, the community, the press, and the courts. Pressure
and power politics form a part of that map in that change is
the servant of any master whether he be reasonable or other-
wise who can employ the most effective strategies to meet
the situation at hand.
It is necessary to examine the fundamental components
of the Hav ok system to change and innovation implements t ion
.
2 V*
The other half of the question to be dealt with in this sec-
tion of the chapter is the comparison of the Quabbin change
process to the one extolled by Havelock.
To begin with, Havelock is much concerned about keeping
"in phase” when contemplating change and innovation. The
uniqueness of each system will certainly contribute to the
type of transaction needed for effecting healthy (accepted)
change. In particular, it is paramount that a good working
relationship be established by the change agent or agency
with the client system.^' In this study, this relationship
would be the one established by the Superintendent and the
Quabbin Regional Junior Senior high School. There is nothing
in this study to suggest that, the initial relationship of
the Superintendent with the client system was anything but
healthy.
The next item of importance suggested by Havelock is
the need to work with the client system bo diagnose the rel-
evant problem areas. This would imply, then, that change
should be predicated on a perceived need. Hopefully, that
need would evolve in such a manner that the client system
would have no question about its existence. This particular
phase appears to have been eliminated at Quabbin. There is
evidence that the Superintendent did his own diagnosis ana
that the information associated with it was never a.U.ulcoed
^Ronald 0. Havelock, The Change :.s Guido to
in Education , Englewood Cliffs, New Jersey:
Educational
Technology Publications, Lnc, r 39/3* p.
ion
to the client system
Ideally, on the basis of the information which has been
retrieved from diverse resources, it is possible for the
change agent and the client system to decide on a potential
innovative solution. Once again, the Superintendent selected
the innovation, differentiated staffing, that he felt would
meet the particular needs that he faced as chief educational
administrator in the system. In his interview he points
out the i inane i al crunch*' that naci to be faced immediatelvs
however, there is no evidence to support the ideas that any-
one else in the client system was aware of the problem excoot
in an !!ex post facto” way.
What Havelock purports to this point would represent
the ground work for the actual installation of the innova-
tion in the client system.'' It would seem that if the
criteria asserted here had not been met, then, transforming
intentions into action would be most unwise. In no way is
it ever too late to stop, shrift gears, back up or go ahead.
The idea to move ahead and translate indention into action
would represent the heart of the plan for* change. During
6
this phase
is in this
a workable
all the preparatory work is put to test, and it
phase that it is learned whether or not there is
solution that can be accepted and used effectively
‘^ Ibid
. ,
p. lllj.r
by "all” the members of the client system. 7 There is, per-
hu.ps, more deviance here at this point when comparing the
two processes than elsewhere.
During the period oi instai i.ation Havelock would insist
tnac each individual involved in the change program must be
allowed to become familiar with the innovation. 8 He must
learn how to use it, and he must come to accept it as a part
of his routine behavior. In the Havelock change process
what usually follows is a six-step sequences awareness-
interest, evaluation, trial, adoption (with adaptation), and
.
q
integration. This porcess must be understood by the client
system. With this in mind the relevant “facts” about the
innovation must be conveyed to the relevant audiences clearly
and accurately. Also, the change agent must be willing to
review and reassess any or all aspects of the change program.
"Therefore, every attempt should be made to prepare a sched-
ule which is both flexible and schematic --a difficult balance
o
to strike, but a crucial one c
The Quabbin change process contains essentially all of
the elements described in the Havelock process in varying
degrees. What Quabbin placed most emphasis on was procedure
IIbid.
,
p. 111.
8 tv a jIbid
.
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which is only one aspect of the process. Procedure is
mechanical. The dimension not evident was careful and. clear
communication which would allow for action and reaction.
Havelock has set forth some critical points not to be
overlooked,; For instance, it should be clear that "re jection"
can take place at any stage along the way. Also, individuals
must be encouraged to progress through all the adoption
steps in sequence. Specifically, the change agent should
keep these hazards in mind:
1* Skipping steps (e.g., "trial" without "evalua-
tion" or "adoption" without "trial"),
2. Changing the order of steps (e.g., "trial"
before getting sufficient information or
commitment to try)
.
3o Hurrying through the stages just to meet a
schedule, (Most people need time to think
things over before they make a change that
will affect their lives in a significant way,)
ho Ignoring individual differences in adoption
rates (e, g«, assuming that everyone in the.,
^
client system is "aware" of the innovation.' )
CSlvunrmary
There are numerous conclusions that may be drawn from
this analysis. In particular, there is much evidence to
suggest that not only the approach x>o change tnst wat utili*..eo.
but also the management employed was inappropriate. Little
or no evaluation was in process to assess the progress of
change and the relative success of the innovations. The
contextual map illustrates quite clearly a trend of dis-
satisfaction, confrontation, and conflict associated with
each advent of an innovation within the d/s frame. In
particular, L/C*s did not function in a mature and self
-directive way. The Principal ignored the changes and kept
to himself while the Superintendent flitted in and out with-
out holding reins long enough to set up direction.
The maps constitute a clear indication of the problem
areas associated with the implementation of the innovation.
It also provides for the researchers a way uo trace the
development of problems which might hinder the successful
implementation of an innovation at any particular level.,
For Quabbin, the absence of careful planning and, in par-
ticular, the omission of a needs analysis would form the
basis for a shaky adventure into the realm of change and
innovation.
One significant use of the conceptual map methodology
would be its ability to show the educational manager where
he has been, where he is and, hopefully, where he is going.
Looking at the maps as a composite of Quabbin* s journey in
change, it becomes evident why conflict developed. It may.
on the other hand , serve to ameliorate that coni net once \ -
has been apprehended and scrutinized. This, then, i urther
illustrates the myopic position taken by the Quabbin
manager-
of change. At no point in the implementation
wore they
aware of where they were.
KjJ
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Analysis of Question No. 3
Statement of the Question ; "How did particular, significant
events in the QuaQbin Story' impact on one another, and what
was the magnitude and significance of each impact on the to-
tal environment?"
A symmetrical matrix is provided to address the scope of the question
above • As shown in Figure 2, the cross impact matrix systematically ge-
nerates data concerning the possible relationships between events. The
author will discuss those events that exhibit a relationship of signifi-
cant impact. Those that include either a second order impact or an insi-
gnificant impact will be touched lightly.
Effect of Event 1 on Event 2 . Event 1 has an impact on Event 2 in
two ways. First, it was the federal project (See Appendix B. ) that ini-"
tiated strong concern for an educational staffing alternative to meet
current demands, in particular, money. Therefore, the project prepared
an embryonic map of things to be if financial backing were to ccme from
the government. In this light, the impact was of a sort that it in-
creased the probability of Evejit 2 taking place significantly. In the
second place, Event 1 generated significant enthusiasm concerning in-
service education for the entire staff with the internal incentive of
greater pay for greater output. Two pay scales would tie prepared. The
top of second to be twice the bottom of the first. This would allow
teachers to obtain salaries that would range beyond $13', 000 per year.
Effect of Event 1 on Event 3, Event 1 had a significant impact on
Event 3 because the project was predicated on "learning coordinators-
(learning generalists) who would help the Superintendent oversee me
Figure 5.5: CIM of Selected Events Related toQua do in Change and Innovation Implementation
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implementation of the innovation. It was through the LC concept that
the traditional department headship was eliminated. The manner in which
LC's were selected generated substantial hostitily because the selection
process initially sought volunteers and advocated selection by group
consensus. Because time was on the wing, five individuals from within
the stafj. were selected to work with the Superintendent and Principal
on a Saturday morning to bring on the other members of this prestigious
group. The impact of this event and the long-term bitterness that foilwed
would come to decrease the possibility of the concept working veil.
Effect of Event 1 on Event h and Event 5 . Event 1 impacted signi-
ficantly on Event h and Event 5 because it enhanced the need to pursue
a. staff structure complemented with para-professionals. Eight staff mem-
bers were released and this included, in particular, the total siiri.r.atio:
of the guidance department. With the reduction of professional staff at
their salary, it was essential to provide para-professional ala in parti-
cular areas at a lower salary figure (scale). This process of cutting
professionals and add 5 ng para-professionals was accomplished during a
twenty-four hour encounter session which was committed to building
strengths and -weaknesses of existing programs, mid, through learning co-
ordinator and administrative consensus, arrive at decisions that would
maintain what we are now doing well and set priorities on those things
that we feel are not, in fact, progressing well. Tantamount in this ses-
sion was the need to alter the existing organisational sv,i '*• •.n o m •- jc
a manner that the system would function better in terms of its ability to
meet its objectives at a lower cost to the communities.
2li J
Effect of Event 1 on Event 6. Event 7. Event 8. Event 9, Event 10.
.^1 Event mV Event i impacts to a limited extent on Event 6, Event 7,
Event 5, Event 9, Event 10, and Event 11. Initially, the inherent im-
plications of Event 1 were never understood adequately by the teachers'
union, and this would explain why no significant Impact resulted early
in the game. Also, this particular relationship would build a strong
case for the poor communications that would erupt in time in Event 6,
Event 9, Event 10, and Event 11. One can say that the impacts illustra-
ted here are probably viewed in a more accurate manner if seen as st.-ond
order impacts. They were nurtured out of the conflict of innovation im-
plementation
.
In each case, however, the event has to be ultimately
traced back to Event 1.
Effect of Event 2 on Event 3, Event !:, arid Event t . Undoubtedly,
the most important event linked to the success of the innovation was the
selection of appropriate educational generalists (learning coordinators)
to see the matter through the implementation process. Event 2 irracos
significantly on Event h but in a manner that hurt the probability of suc-
cess for the implementation of the innovation. In this situation, a se-
lect few began to make important decisions that would impinge on the
total educational atmosphere in a way that would affect the effectiveness
of each teacher. Event 3' represents a significant move to compromise the
action taken in Event h . if any event gamed appreciation and la.-5i._rsg
life from the changes made during this period, Event > aid.
Effect of Event 2 on Event 6, Event 7, Event r.t
G
:
and Event 11.. The impact on all of these events is recorded as clement
2li2
important in diminishing the probable success of the innovation. It is
only in Event 10 that one can distinguish any attempt to enhance the pro-
bability of success for the innovation. Each of the events mentioned
ESo.de from Event 10, which carries with it two impacts, contains a pres-
sure strategy to restore the system to what it once was. Ferhaps the
most significant event is the last, Event 11. This was the event that
provided the power politics necessary for counter change from the only
unit in the system capable of doing just that aside from the Superin-
tendent.
Effect of Event 3 on Event 2 . The impact of Event, 3 on Evert 2 is
significant in that Event 3 was the most, essential step to get the total
innovation in phase* Also, the selection of LG's was careful to give the
important educational leaders in the system first consideration. Said
another way, all department heads became LG’s except two who were women
in the two smallest units in the school, art and home economics. There
was no female representation within the LC rank.
Effect of Event 3 on Event 6 and Event 10 . Event 3 had a slight im-
pact on Event 6 initially. There were many hard feelings because Event 3
was to have been accomplished through a democratic process designed to
give consideration to anyone who applied for the position of LC wren the
innovative positions were advertised to the entire staid » hesc -oei.n^s
developed into distrust of the Superintendent, in particular, and those
selected to fill the "now” position. The impact of Event 3 on Event lO
surfaced significantly during the Timber Doodle meeting. Members of the
QRTA felt that Event 3 undermined any faith that anyone r.xgr.t r.nva r e
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in the proposed innovation. In other words, commitment from those out-
side of the rank of LC would be anything but favorable.
of Event u on Event 2, Event 3, -Vent 6, Event 7, Event 9 ,
Kyent_9^_ Event
_
10
? and Evert 11 . There was a significant negative im-
pact on each event mentioned above. It must be taken into consideration
that tnis lirst act made by a clandestine and suspicious group shook the
very foundation of security for nearly everyone in the system. The ncn-
tenured, as well as the tenured professional, felt he was in danger of
being either released or eliminated when his position went which, by the
way, is a legal act in public education.
Effect of Event 9 on Evert ?, Event Li, Ev ent 6, Event, 7. Event P
,
Event 9, Event 10, and Event 11 . Event 3 impacted favorably on Event 2
in a most significant way because Event 5 was to be a most important ele-
ment in structuring the new staff pattern. No one would argue that pro-
fessional replacement by para-professionals is not a good economic move.
There are, however, other considerations to be met when addressing this
item. It impacts on Event 4 negatively in that it injured from the start
the effectiveness of the ability of the LC's to brainstorm. The effect
on Event 6 is conflicting in that most saw the need in education for para-
professional aid. but not at the expense of releasing a wnole department
which offered a special service to the system like guidance. The impact
on Event 7, Event 8, Event 9, and Event 10 is not significant-,
must be registered because in Event 9, in particular, ano r.w.-nt 1 1 ‘-here
was an image being cast that para-proi. essionalr. wei e i cjla..! *S
and that students were being short changed.
culi
Effect of Event 6 on Event ?, Event 3, Event h, Event 7, KV»nt a t
fffid Ev^nt 11. Aj. x oi the impacts on this axis diminish the probability
of success lor the innovation. Event 6 impacts on Event 2 as a means to
halt many of the practices of the innovation on the grounds that these
practices are violations of the teaching agreement, Event 7 and Event 3.
In particular, the reorganization was a needed strategy for the QRTA to
realize its own potential and to plan strategies to combat those things
that individuals could complain about but not change. There were many
common complaints, e. g. s teacher/counselor concept. The issues to be
dealt with effectively had to be brought before the nublic, hence the
' significant impact on Event 11,
Effect of Event 7 on Event 2, Event h, and Event Event 7 impacts
most significantly on Event 2 in that any innovation,
probably alter or affect working conditions of those
ing conditions are to be negotiated. Hence, the red
it row appears, will
touched by it. 'dork-
light goes out from
this point whenever the idea of an innovation is suggested. Event U was
an event, that had shaken the security most felt they had, and it also
created a significant element of distrust. Event 5 presented some signi-
ficant conflicting opinions. Para-professionals had helped, but there were
professional responsibilities that not even the professional tea cue. c
provide, e, g., guidance.
Effect of Event 7 on Event 6, Event
The impact on the events mentioned here in each case is lavcraoui
in enru-
of its ability to enhance Event 7. Event 7 gave the ) a
it never knew before. This impacted favorably on.
Event 6 in that it illu-
strated the potential that teachers had to deal vito
prop: -ms t- oy
Event 7 impacted favorably on Event 8 in that it formed the legal basis
by which the QRTA could grieve items violated which were spelled out in
the contract. In Event 9, it was apparent that student support of the
faculty's claim that they were being hurt by the innovation could only
aid the process contained in Event ?, Event 10 was also an event that
had some impact on Event 7 because Event 10 represented an attempt to
resolve conflicts that inpringed on the teachers' working agreement.
The impact of Event { on Event 11 is quite significant in that the press
was made aware and used by the QRTA to further its demands on the School
Committee through public pressure to make consessions to improve the
students' education.
Effect of Event 8 or. Event 2 1 The action taken in Event 8 impact**
cd most unfavorably on the health of the innovation because it was felt
that the administration unilaterally had decided to impose new and un-
reasonable working conditions not covered in the contract. The impact
of Event 3 on Event 2. becomes a greater issue when one understands that
a school administration and its School Committee can be virtually bom-
barded by grievances from all corners that must be processed through
four steps and ultimately resolved through binding arbitration should
any or all not be resolved at either step 1, 2, 3* or U*
Effect of Event 8 or Event h, Event Event 6. Event. V, Event. 1 ,
Event 10, and. Event 11. The other events on this axis respond favorably
to the impact of Event 6 except Event 5 which illustrates conflicting
impacts. Again, in this event., the issue oi the valve ot the ptr^-p?
o-
fcssionnl is being debated. On the other hand, remainder of the events
r;..- actions needed to help the QRTA win its fight to restore the system
to an organizational climate and structure conducive to good education.
!D?J1 to bo addressed here touches the nature of reality as seen fcv
the QRTA and the administration. It would appear that there are proba-
bly three realities that need examination. The first is the QETA's;
the second is the administration's; and the third is what is. Without
the proper uOo3.s and skills we ha.ve before us an ancient issue best il-
lustrated through Plato’s "The Allegory of the Cave." Need I say more.
Effect of Event 9 on Event 2, E-rent h, and Event Event 9 impact-
ed on Event 2 significantly and in a negative way because students were
now addressing the innovation from a limited perspective. Nonetheless
it was inevitable that their involvement would help the QETA's efforts.
Event Ii and Event $ represented, in particular, the two events that
moved the students to react in Event 9. Students are the clients and
certainly their response would be taken under careful consideration. It
is important- to note that students as clients fall heavily under the in-
fluences of their mentors. Consequently, the genuine concern cf the stu-
dents would have to be examined with a certain amount of suspicion.
Effect of Event 10 on Event 2 . There was a significant impact of
Event 10 on Event 2. This impact illustrates that the innovation was in
trouble and had been for some time because its history cf implementation
is a tale full cl fury. This would be the event that could either send
people away on the path to resolution or lead them to the ultimate ccnilict
that could give the kiss of death to the heart ci the innovation, -be im-
pact was not favorable.
Effect of Event 10 or Event 7 and Event. 8 . Interestingly, coin im-
pacts represent conflicting valves because some good ar.d some bad
evolved
from Event 10. The very issues that were suggested in Event 10 would,
in t^me, be a part of the Quabbin environment. Many grievances would
come to an end and, finally, a most favorable contract would be signed
which would give the QRTA everything it had wanted "to improve" educa-
tion including a handsome salary increase.
Effect of Event 11 on Event ?, Event h, Event 5, Event ?, r>/rot SL
and Event p . Each event impacted on this axis represented a diminishing
effect on the success as well as the life of the innovation irrespective
oi the fact that the innovation was in the cloor and designed by the Super-
intendent to stay. The impact of Event 11 on Event 2, Event k, and Event
was significant because the outspoken, conservative clement in the public
saw in the innovation (or were lead to believe) a move to treat their child-
ren as guinea pigs, and they did not appreciate the simile. Event p fvr:.r u
illustrated their need to take action because their children brought ire
conflict between the QRTA and the administration from the classroom inx-o
the home. It would be accurate to say that the public earnestly sought
numerous ways to resolve the troubles it perceived--in the school. Its
primary mission was to restore peace and, hopefully, harmony. It would
seem to then,
flict like th
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and they said it, that children receive the
e one that was in their school system,
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eight favorably mild impacts, thirty-seven unfavorably
significant impacts, and nineteen unfavorably mild impacts.
The CIM illustrated in Figure 2 sets before the reader
a series of relationships that constitute impacts that were
either somewhat significant or insignificant, favorable or
unfavorable in terms of helping the innovation survive as
an important element within the system. But more important,
the CIM also contains the capability to project what other
events and their relationships could or will follow. If
tomorrow will, for the most part, resemble today, what will
tomorrow bring to the Quabbin change experience?
Summa ry
The analysis of the question through the CIM provides
significant insight into the relationships that existed
between the events that took place during the change period.
In particular, the development and implementation of L/C
structure arid the teacher/counselor concept are, perhaps,
trie most explosive events to touch the change environment.
These two events accounted for the birth oi a svionf a.x
better teacher < a union and conflicts that carried themselves
into court and to the public. A projection to forecast the
Quabbin future at this time could only spell doom,
unfortunate that the CIM methodology was not
available to
Quabbin Mangers Of change at that ti*'*5 • An
„ f CIM wojia forecast a dismal future for
Quabbin' -• inr.o-
vat
i
.>ns
.
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Analysis of Question No. )|
Statement of the Question : How did the adminis-
tration^ and the Quaooin faculty transact through
the various phases ot implementation of organi-
zational changes?"
Transactional Analysis will provj.de the methodology to
be used in the examination of this Question. In particular;
there will be a focus on the organisational climate from the
interest/awareness stage through the operationalization of
the innovation.
1967 was the year that the Quabbin Regional Junior
senior High School became operational. There was much sym-
bolic, conditional stroking during this period. If anything.
one must say that the stroke environment was very positive
as portrayed in the interview with the Q..RTA President, The
administration could not find enough right with the perfor-
mances of the faculty. There seemed to be authentic strok-
ing of the warm, fuzzy kind coming particularly from the
Superintendent who appeared to be a staunch supporter for
academic freedom, self-initiative, innovation, and, aoove
all, better pay for professional educators. Each organiza-
tional transaction was permeated with warmth and understand-
ini
This particular stroke environment,
through the second year of operation,
file (see Figure 9,6) indicates thas toe.
was maintained
A time structure
two s igrd f i c ant
pro-
structure that were pursued during this period were work (W)
and intimacy U), Ideally, these should constitute the most
significant endeavors within an organization if it is to
maintain its health and development. Conversely, it is
essential that withdrawal (W ) be held to a low degree because
its intent is to take one from one’s work. Rituals (R),
also, deserve little consideration because they represent
superficial exchanges
.
Figure 5*6: Time Structure Profile
Initial Operational Phase
Innovation In tere st /Avarene s
s
Pastimes (P), on the other hand, are quite important
in that they provided for talk vritu a p<a.rtJ.
r/a.'-a, ° .* -c
emphasis on content. Hopefully, much of that
talk would be
linked to the work being dons. Carnes UO like
pastimes pro
videal for healthy transactions. They
offered limited in ‘Jr.-
Whs t is essential was that the organa.:. -it
ion * —
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time in furthering its goals and objectives in a way that
included the entire staff through a process calling for par-
ticipation and consensus. In this way, it was possible to
maintain a life position that said, "I'm OK—You* re OK.”
The ego states of the Superintendent/faculty during
this period were primarily adult/adult and adult/child which
would indicate that there was a clear understanding of the
relationships, responsibilities, and ground rules of the
organization* What is more significant is that these ego
states, especially that ci the faculty, was tempered by its
child which provides feeling and emotion. Also, it is the
child that is adaptive and intuitive. In this way, the ego
states witnin the organizational environment were able -to
be cathected, i.e,, each get itself into contact with itsel
This would mean that the faculty saw themselves as actors
who were responsible for their actions in that they had
choices. The Superintendent promoted a serious concern
about- the welfare of teachers and their ’worth from his adv.l
They in turn from the child responded by lauding him as an
outstanding and warm administrator that understood them.
Ultimately, this organizational climate projected itself as
healthy and mature. Its institutional message was experime
have fun because the system needs you, believes in you, and
trusts you.
The i.mp 1 e in entat i on pVia s a
t i ona re 1 a t i onship w i th i n the
presented a
organi zati
diffe r ent tr ans a
c
onal climate t Thi
was the period that began with the decision to run differen-
tiated staffing without any outside financial aid. It is
also the time when LC‘s were selected and the change plan
was launched. In TA terms the ego state of the Superinten-
dent switched from © to (?) , parent. The faculty, how-
ever, maintained its (c) ego state. There was no evidence
to mistrust the Superintendent.
Superintendent Faculty
"Quabbin is going to attempt to
.change its structure."
"This could be an exciting expert-
ence for us all 1 11
In a very short while that happy (6) became a disenchanted
© looking for ways to hit back. The interviews and the
Teacher Interview Instrument reinforced the researcher’s
judgments of the nature of the organizational climate at
this time 0
JLCO
Here the stroke environment
warm prickly and eventually tc
changed from warm fuzzy
cold prickly. All of the
stroking became abstract which meant that it was vague and
partially perceived. The emphasis shifted
participation to cabalism. The individual
ant. The focus was directed to the innova
that it would place on the persons in the
from faculty
became less importa-
tion and the changes
organi zati onsl
env 'i ronmenv.
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Figure $.7: Time Structure
Profile Implementation Phase
<u
e
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From this point the time structure profile (see Figure
5.7) emerged differently. There was a significant increase
in withdrawal (W) which was probably the result of insuf-
ficient information on the innovation, role conflict, and
the need for role clarification. Conversely, activity (A)
and intimacy (I) both dropped significantly vrhich indicated
a breakdown in organizational warmth, trust, and work. The
release of eight teachers would certainly have contributed
to this profile. Also, rituals (R) increased offering noth-
ing more than additional superficiality to the communications
within the organizational climate 0 In this condition the
life position shifted to one that said, '‘I’m OK~~you ? re not
OK.”
Structures (Hunger)
ites oi the oupcirintendent and faculty also
254
changed. Ihe Superintendent attempted to move between the
® and ths ® which projected a rather cold and clear image
of what must be done to make this phase successful as he
perceived it. He also, however, through his (?) shook his
reproving finger at the faculty and admonished it for its
inability to meet expectations. Now it became impossible
for the faculty to cathect itself with a critical (?) pon-
tificating the "should ' s" and "don'ts." The faculty become
reactors; from their bitter © they were not responsible
for their actions; and, they had few choices. To respond in
a responsible manner, the faculty was forced to leave its (c)
and adopt the rational position only offered by the (a)
.
The LG's, however, remained in virtually one ego state
throughout the experience and that was the ego state of the
(c) o The institutional or system messages carried numerous
injunctions and drivers: don't make decisions, hurry up,
don't question, be perfect, etc.
The final phase to be analyzed is the operationalization
of the innovation. It would be fair to say that there was
no clear cut time that one can call the cri ical point between
implementation and operationalization,, There was, however.
the moment when manageme
maintain the innovation
tional climate, and this
the innovation.
nt. and its superordinates decided to
as a permanent part of the organiza-
move constituted a freezing in of
The stroke environment had not changed drastically
»
stroking became more abstract and plastic as it moved from
the cold fuzzy kind to the cold prickly. This indicated a
very bad relationship within the organizational climate. It
further indicated a desire by those in the environment to
avoid contact with one another, in this case, administration/
LC--faculty transaction.
Figure 5.8: Time Structure Profile
Operational Phase
, - , //l//
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Structures (Hunger)
The time structure profile (see Figure 5.8) moved about
as far as it could without completely disintegrating the
entire relational climate. Withdrawal (W) and ritual (R)
dominated the environment which implied a need to shun respon-
sibility and hopefully abstract oneself at least psycholog-
ically from the work environment. This was further reinforced
by the low degree of activity (A) which diminished initiative
to meet goals and objectives of the system. Pastimes (?)
which provided talk and games (G) which offered needed but
limited intimacy had either, diminished or remained the same.
Finally, intimacy (I) dropped like activity (A) to suggest
that trust and communications were lacking even to the point
of allowing the system to correct itself. Here the life
position remained as it was in the implementation phase: u I»m
OK- -you 1 re not OK.” This further implied that the relation-
ship between management and faculty had become asocial.
The ego state of the Superintendent changed significantly
in that the (A) seemed to vanish and the (?) became the
singlely significant ego state to dominate all thinking,
especially decision making on the part of management. With-
out the ® there was little chance to gain a reasonable
solution to the problem. The computer quality of the (a) in
its cold way doss allow for clear insight into the problem.
Within the (p) of the Superintendent, however, there was only
one behavior and that was: ”1 know what is best!" The
organizational messages did not change from those projected
in the implementation phase. Only now the injunctions and
drivers were more bitter, and the (c?) in the faculty had no
alternative but to act in an attempt to cathect itself.
Ultimately, though, the faculty would maintain an @ ego
state to combat the rigid over-bearing ® in the Superinten-
dent.
What vre have before us ' s a vast and rather intricate
It is possible to see the screen, project yourselfseenari o
,
on it and ask the question: "What is this, a tragedy, comedy,
farce or adventure?" It is also possible to bring forth the
cast of characters, their dialogues, the theme, and, in par-
ticular, move the drama to a predictable climax.
The relationships examined here 8 re, for the most part,
those that are not conducive to the -welfare and health of the
organization. There is a clear disintegration of human
interaction/transaction which could only erupt in disorder
and conflict. It would seem that little was done to maintain
a healthy transactional relationship once the innovation got
out of the interest/awareness phase. It is unfortunate, in
particular, that the appropriate ego states could not have
been maintained. This would indicate either an vrrvillirgro"".
or an inability for those involved to eathect themselves in
the situations that evolved through each phase cr stage of
the change process. When either party thinks less of itself
or the other guy, it is fair to assume that the climate in
which they transact or attempt to will be strained.
Summary
The TA approach has enabled the writer to open up ana
critique the relationship, in par i, i ciut ular, between the Super-
2$8
responsible union member. The technique does work, however,
to account for the hostility that arose and the ultimate
breakdown of a communications system and a productive environ-
ment.
Analysis of Question No. s
ptjjljQraeiit Qf, the Question : nHow did the selected
forces impact upon the organization in its desire
to change?’'
Through the technique of Force-field Analysis the ques-
tion wall be examined. This would require that the examina-
tion be done by examining each force against the questions
set forth in Chapter Hi where the guide to force-description
is presented.
Before presenting the conflict and forces working within.
the Quabbin environment, it is necessary to examine the set
and setting which gave the educational leaders at Quabbin the
confidence that the change and innovatior/being promoted by.
the Superintendent would work. That pre-change environment
was examined by the newly appointed learning coordinators
during a twenty-four hour, encounter session on January 9kh
and 10th in 1970. The purpose for this meeting was to
accomplish the following:
1. examine the range of a differentiated staffing
program in terms of its components,
examine the probable roles that LC 1 s would play
in the D/S scheme, and
2 .
3. assess where the school was at the moment
by "brain-storming" out strengths and
weaknesses
•
*"The results of the brain-storming culminated with a
list of the strengths of the organisation in priority and
the weakne s s e s
:
lc Strenghts
a. open-minded staff, talented,
compatible
b. academic freedom
c. ground work laid for para-professionalism
d. acceptance of innov.ation
e. recognition of co-curricular program
values
2. Weaknesses
a* I.P.I. (individualized programmed
instruction)
b, guidance
c. integration of curriculum
d. scheduling-
e. evaluation
f. reading
g, communications
h. problem solving
What is particularly revealed from the two lists are the
sitive factors that would strongly support a system
and/or
po
•"-The information contained herein was taken from
a
communique to the staff dated January 15, .
uloQ
!
"Brain-storming Session 01 -ne beaming j ° a -
there
a person in a bid to change or innovate. Therefore,
is little question as to the timing of the Superintendent
to promote change. The personnel within the system were not
only supportive of change but also had at least tacitly
bought the innovation, which in this case was a differen-
tiated staffing pattern. There were para—professionals work-
ing in the school as supportive individuals which helped
develop credence for the innovation.
The first force to be defined as listed in Section II,
Part Ij. of the Teacher Interview Instrument under favorable
forces is QRTA identification/strength. This is an interest-
ing force because it was an element which would in time set
itself in opposition to the innovation. Prior to the inno-
vation the teachers’ union was an effete organization that
had its big moment once a year at the shop party. With the
initial impact of the innovation and its heavy requirement
for staff cuts and behavioral change, the QRTA began to -
examine its potential as a protection agency. Throughout
each, phase of the change process an obvious growth in power .
and might was exhibited by the teachers’ union. They sur-
prised themselves because they never dreamed that they could
or would have to counter the wishes of the administration.
There are dimensions to the force that made it an
effective instrument. First of ail, it was the proiessicnal
faculty who had an excellent reputation m the student oocoy
.
Next, it was linked to one of the mostand the community
powerful state teacher associations in the country which was
committed to help it grow in muscle and sophistication. It
had access to the press and potential to appeal. Finally,
as professional educators held in high repute, it could ques-
tion its confidence in the administration's ability to lead.
As a restraining force, community support for the QRTA,
came irom two groups. One wanted resolution of any and all
conflicts handled immediately; the other saw in the conflicts
an issue to cast before the entire Quabbin community with
the phrase: -! See, I told you so! !l In particular, all
criticism was directed at the administration as the individ-
uals responsible for the "poor state of affairs." Pressure
mounted on the Superintendent.
The erratic leadership behavior of the Superintendent
.opened the way for more confusion. There was no question on
the part of anyone that he was leadjng. It was, however, the
nature of his leading that confused everyone. He would jump
in hard whenever the school leadership seemed to be in
trouble, kick like hell, and back off. This happened again
and. again.
A very unpopular force which began to restrain the
innovation was the facult 77 ' s opinion of organizational change
It was seen as an experience
with it severe consequences
particular it became a popul
grass-roots oriented,
to be .avoided, because it carried
for those that it touched. In
ar feeling that all. change be
change evolve from the teachers.
3.nd that it no o be 8. ^op—down mandate. From the teachers'
perspective change wa3 a cl.ub to get new things going and
to save money.
To counter the problems in the environment, the Superin-
tendent drove administrative pressure on the LG's and teachers
There was nothing unique about this tactic except it was more
pervasive than most forces. it was moved through symbolic
shoving, goal shaking, and constant administrative reaffirms-
tion of what must be accomplished. It was, also, forced
through personnel evaluation based on expectations developed
by the Superintendent. This was his way to kick the LC ' s
into a responsible management unit. They refused, however,
to respond. Then he came down harder and later backed off.
Communications breakdown resulted from the Superintendent’s
displeasure and behavior to reinforce a ’’no-speak" atmosphere
Communication with the QRTA ceased and the anonymous
third party moved between the two. People stopped discussing
the issue and left the only arena where it was possible to
gain resolution either through compromise or whole-scale
giving. Reason left and gave it sell up 10 emotion an" a
win-lose situation.
There is much evidence to support, the notion that a
good number of faculty, in parti cu
what they were) supposed to do thr
1ar LG's, knew little o
i
oughout the various stages
of the change process. Without LC support and 1 e ad ersh ip
, up a i • in t snaeno
the innovation had the kiss of death*
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made thi3 quite clear in the project. It was his contention
thafc the LC’s had the maturity and know-how to get the inno-
vation off the ground with his help. The LC ’ s were not
mature. Without the on-the-spot prodding of the Superinten-
dent, they would fall back into a docile posture and cry
” confusion o” This caused the Superintendent to jump back
in, shake their ranks, clarify his position, and move back
to his office on the hill.’ Ultimately, he lost LC support
and gained their enmity. They threw their lot in with the
teachers’ union of which they were a part, seme even holding
important offices.
Compensation was a restraining force that impeded the
change process because it provided a financial carrot I'or
a select few. The carrot went cut to the LG’s which placed
their credibility with the faculty in jeopardy. The pay
scale for LC’s was well beyond that of the teachers which
hurt the concept of a differentiated staff pattern because
there was no differentiated pay scale.
' Finally administrative pressure evolved into coercion.
When the repeated behavior of the Superintendent rendered
itself definitely ineffective, a threat to reorganize was
shared with the LC’s by the Superintendent. The reorganiza-
tion would result in a cut in salary for some and a loss of
prestigious position for others. As a driving force to
counter apathy, the throat proved ineffective.
What is particularly interesting about the Quabom
change experience was that each selected force had an asso-
cia oed effect that was negative. Organizational change
brought on confusion; Q.RTA identification/strength resulted
in confrontation, conflict, and grievances; administrative
pressure brought on a climate of tension; communications
breakdown turned people away from one another and consequently,
allowed misunderstanding to develop; role conflict became
synonymous with frustration; compensation created cliques
and suspicion; community support created political pressure
to come to bear on the school administration and the School
Committee; and, coercion resulted in resistance. It was,
however, the sporadic, driving force of the Superintendent
and the immaturity of the LC* s that hastened the collapse
of the innovation.
'The Principal’s behavior posed itself as a restraining
force. As the Superintendent pushed hard on the LG’s he
found it impossible to effect support from the Principal
who, by now, saw the innovation as a personal threat. Little
antagonisms arose between the two administrators which j.
itself restrained the progress of implementation.
a slippery item
could provide supp 1 -
and the Superintendent’s sporadic over-compense tion for the
weakness resulted in a greater restraining of the imple-
mentation of the change.
finally, it is unfortunate to deal only with surfaced
forces. What is essential is the ability to utilize skills
that allow for projection and trend analysis to either meet
a force
,
defeat it, or else back off. It is important to
seek the best pay off under any conditions. It the mind
sets are known, it is possible to predict. If a power
struggle is eminent, have your troops ready. The essence
of dealing with forces lies in game theory.
Summa r
v
This chapter has presented five methodologies to be
used to examine five different questions central to this
study. It is the feeling of this researcher that the unique-
ness of each question required a methodology for analysis
that would meet the challenge presented by each question.
Consequently, each methodology was selected on the basis of
its ability to meet the inherent nature of each question.
Fundamentally, it may be stated that the five questions
and their examinations actually constitute five different
ways to look at essentially the same problem. The focus is
always on the Quahbin change experience, it z s the perspec-
tive of that focus that provides different insights into the
particular issues that evolved. Aside from the use of the
LBDQ and force-field analysis, the other analytical techniques
are relatively new as methodologies to be utilized in educa-
tional research. They grew primarily out of military fore-
casting in the 1960 , s. More than this, all of the analytical
techniques used have equal if not more promise in the hands
of the public school manager as skills to help keep a system
in its best health.
CHAPTER VI
SUMMARY, CONCLUSIONS, AND RECOMMENDATIONS
Summary
The change process is a complex phenomenon which is
not limited to any one particular field of knowledge; it
includes a vast number of fields of knowledge. Its major
components are diffusion, dissemination, and adoption.
Also essential to the process are management theory, deci-
sion-making, management science, psychology, and futuris-
tics. Change is in reality an interdisciplinary field.
Viewed from a different perspective, change becomes the
center of the hub around which many fields of knowledge
revolve. It is, therefore, an intricate concept that is
difficult if not impossible to examine as a single entity.
An examination of the literature concerning change by
writers from various fields, in particular, anthropology,
sociology, psychology, and management, illustrates that the
rate of change and its direction are of primary importance.
There is also overwhelming agreement around the need for
meaningful change, the use of techniques to facilitate
change (including technology, system approach and contempo-
rary methodologies for analysis) and human interactional
or transactional techniques which would include all partic-
ipants in the change field. One
lies with strategie s for change.
very important concern
0ne pr ora i s ing s tva t sgy
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of change has been identified (after a review of 7,000 items
in the literature) by Ronald Havelock. He uses the linkage
strategy as a representative of -the best elements of the
Problem-Solver, Social-Interaction, and Research, Develop-
ment, and Diffusion strategies.
Underlying the entire change process and an item
regarded by all writers on the subject as tantamount for
successful change is the need for effective communications
to effect dissemination and ultimately adoption and dif-
fusion of innovations.
Within the literature is a well defined need for pro-
fessional education to upgrade its programs to articulate
programs with needs of schools, and to begin preparations
for a curriculum to educate ” change agents.” Closely asso-
ciated with this item is the need to bring the researcher,
facilitator, and practitioner together so as to gain careful
examination of an innovation moving through the change
process. This particular pooled focu s would serve the need
to establish the researcher with information essential to
R & D as well as give everyone involved the benefit of valu-
able consultative advice.
The intricate nature of the change process in education
is so immense that it becomes essential that change not
fall into the control of a single individual, rather, it be
carried out by teams composed of the participants ir. the
.
There is sufficient evidence to cite changesexperience
that failed ever, though the best guidelines and approaches
were employed. This may happen because it is possible to
miss significant variables in designing a change strategy
which could jeopardize the success of the change as well as
leave a permanent attitude against any form of change--and
presently, Caere is more of that than education can tolerate
to survive 1
.the author had certain assumptions at the outset of"
this study which should he commented on at this time*
1. "Public education will continue to be the major*
organization for schooling youngsters." There is a question
about the survivability of the public schools in the liter-
ature, but it seems that there is still hope. That hope
.Lies, however, in the change efforts of educators toward
meaningful and planned change.
2. "The fields of anthropology, sociology, psychology,
management, and the related studies of diffusion, and change
contain many elements that can feed into a gereri c process
for successful change." This assumption was correct, there
was no lack of information, although only Havelock appears
to have developed a process guide containing elements of
others that is in need of testing, not as a foil by whior
to test changes and innovations of others, but as hop Pro-
cess used in an actual change experience. As a foil ce.ur.u
the Quabb'n change process., Hav t icck*s guide does show
we akno sf.no, outright omission of phases. and areas for
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conflict to arise.
3* "The change process can be institutionalized in
the public school system.” 'This study bears witness to
this assumption. Although glutted with areas of conflict,
the Quabbin system did, in face, adopt some of the changes
that fell under the blanket innovation of differentiated
staffing.
In addition to the assumptions, there were five ques-
tions to be answered. These questions are directly linked
to five distinct needs set forth in Chapter I of this study.
1. "What was the management style utilized by the
Superintendent as the promoter and implementor of change as
depicted in the available data?” The leadership Behavior
Description Questionnaire and quadrant analysis set up a
quantitative approach to examine the Superintendent's leader-
ship style quite accurately both in the "real" and "ideal' 5
domains. The interviews and. the Teacher Interview Instru-
ment also served to reinforce the illustrated position on
the quadrant analysis. Question No, 1 was satisfactorily
answered.
2, "What was the nature of the Quabbin change process,
and how does that process compare with that expounded by
Ronald Havelock?" The process used at Quabbin was examined
through events that were mapped contextual..^ .in throe
domains: basic trend, functional areas, ana ncea ssci^r.
Through the analysis it was possible to trace the Cii*ngo
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process from awareness/interest through implementation, to
operationalisation (or adoption). Also, key elements of
the Havelock process could then be used to assess phases
and phase sequence. In particular, the Teacher Interview
Questionnaire played a significant role in substantiating
the feelings, attitudes, opinions, and perceptions of the
events on each area of each map. Thus, Question No. 2 was
completed.
3. "How did particular, significant events in the
'Quabbin Story’ impact on one another, and what was the
significance of each impact on the total environment?” The
author selected a limited number of significant events and
utilized a symmetrical axis to allow an impact to take place,
each event on the other. The methodology employed is Cross
Impact Matrix. With the use of the data contained in the
"Quabbin Story," the interviews, and the questionnaire, it
was possible to gain consensus on the nature of the impacts
although this consensus would have to be regarded as extremely
subjective. So, this question, too, was satisfactorily
answered.
h. "How did the administration and the Quabbin faculty
transact through the various phases of implementation oi
organizational changes?" This question was addressed chrou^h
a methodology called Transactional Analysis. It was cnrougn
the author’s participation in a TA workshop that he gained
the skills and information needed, to utilize this
approach
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on the organizational level. It does serve to open up many
stimuli that drive an organization and those in it. In par-
ticular, it of tens an approach that is predicated on putting
one m touch with oneself whether we are speaking of the
individual or the organization. This was done and Question
No. 4 was answered.
5o n How did the selected forces impact upon the organiza-
tion in its desire to change? 4 ’ The methodology employed here
was Force-field Analysis, and it provided a unique manner in
which to describe and analyze each force and its effect on
the field or environment in which it worked. Consensus was
used in the selection process to deal only with those forces
apparent at all. Question No. 5 was adequately resolved.
Conclusions
Based upon the review of the literature and this stud^
,
in particular, the following conclusions can be made:
1. Successful educational change is contingent on a
well-defined communications system thac is two-channeled
and open. The Quabbin system maintained a one-way communi-
cations system that was top-down and closed,
2. Any change should involve as many of the
partici-
pants in the change as is possible. At the very
least rep-
resentatives from groups affected by a proposed change
should
be included in the planning. The Quabbin system
offered
verv limited participation for in-pul,
decision-making, ana
P.7
problem solving.
3. The PRINCIPAL is the .most significant member of
the change team if the change is to touch his school and if
he is considered accountable for the health of that system.
Change may originate outside of the system; it may come
through linkage with persons (change agents) or professional
schools (change agencies), but it needs the endorsement and
support of the chief building administrator if it is to
succeed. The Quabbin Principal did not endorse nor support
the changes and innovations that were implemented in his
school. He chose to remain distant from the change and to
lose himself in the other activities of the school • The
innovation (D/3) threatened the security of his position.
I;. The SUPERINTENDENT, also, is a very significant
member of the change team as: ( 1 ) content initiator, \P)
process initiator, ( 3 ) mediator, and (I4W scjuasher. j.n
allows him to adept any or all of the roles that Havelock'
views in his discussion of the change agent. Even though
an entire school system may accept or reject innovations,
the Superintendent is the focal point in the decision
process regarding innovations. He must, however, respect
the distance and hierarchy between himself and the
system
unless traditional ground rules are to to broker
,
Quabbin Superintendent occupied many roles in the
promotion
implementation of change and innovation within
his system.
He did not, however, respect the
position o, the
Tne school was taken into his custody for him to make change.
His contacts with L/C’s and teachers always circumvented the
Principal. He alienated the Principal within the system.
His style of initiating, backing off, and conflicting with
L/C 1 s was inappropriate leadership behavior and damaged the
success potential of the changes and innovations. The Super-
intendent’s leadership behavior because it was inconstant
created instances of leaderless vacuums.
5>. Knowledge of needed change does not insure that it
will be made, A major need is for tools and. techniques by
which educational personnel can increase the probability
that improvement will occur. The analysis methodologies
employed in this study all constitute tools or skill)? that
can enhance the probability of survival for an innovation.
Through a multi-faceted approach of analysis, the Quabbin
change experience is assessed from numerous perspectives.
6 . Change adoption should be regarded as a process of
adaptation. Rarely can a system adjust to a change. There-
fore, the change should adjust itself to the system.
Change and innovation at Quabbin was .foisted on to the
system. It came to satisfy an external, financial need,
and completely disregarded its own personal needs to survive
the change and make it work.
7 . Commitment to change is directly related
to >-he
perceived need for the change. The Quabbin system had not
undergone a needs assessment to promote change to
ameliorate
weaknesses. The Quabbin change carried with it misunder-
standing, suspicion, and fear.
8, 1 o effect changes within a system, it is necessary
to introduce new attitudes before introducing new practices.
The Quabbin change experience placed little focus and time
on sensitizing the faculty and school leadership to promote
human interaction, behavior modification, or human relations
skills
•
9. Any change within a system, whether that change is
in the area of technology, personnel, program, or finance,
is bound to have an effect on all other areas of the system.
The Quabbin system failed to comprehend and deal with the
effects of its changes. For example, the elimination of
department heads and the establishment of L/C’s frustrated
the teachers who had depended on the support and leader-
ship associated with the department, head position. The L/C
position was new and poorly defined.
10. Models are essential in the change process because
they offer a chance to predict system processes and outputs.
Viewed in another light, models do not function so much as
to predict the future, but by examining them it is possible
to construct or at least take into cons.s.derai,,.on
-
futures. The Quabbin system at no time set before the
1‘acul
a game plan, schematic, or full-flown monel
mapping out its
direction and content to bo followed through
change and
innovation. The question was constantly
raised: "Vheve are
we going ultimately?”
11. Participatory observation is an essential ingredient
in the change process if for no other reason than to increase
the awareness of pain in a system. In this way a chronic
illness which may be deeply repressed in the system must be
made acute for identification, diagnosis, and treatment.
The Quabbin system never accepted participatory observation
as a feedback mechanism. It chose, rather, to avoid diagno-
sis and prescription,
12. Professional unionism (Is this phrase a contradic-
tion?) in education poses a real threat to change and inno-
vation, Should contracts become too specific in terms of
working conditions and scope of individual initiative, the
great strength of the American teacher as a catalyst to
better education will certainly be dimished, if not com-
pletely contained within the group mind and conscience.
Change and innovation to a large extent are predicated on
personal commitments and individual endeavors. The Quabbin
Regional Teachers* Union in its fight to preserve what it
felt to be ’’good” education nearly wiped out every innova-
tion that placed a demand on teacher time. It offered no
atlernatives
.
j • The fight on the part of teacher unions to keep
poor, suspicious,
results in higher
increased release
or dangerous practices out of the schools
teacher salaries, greater benefits, and
time from teaching, but in no wav guarante
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better education for the student. This represents the
efiects of the QRTA action to combat innovation and change
at Quabbin.
II4.. Educational consultants who are able to offer par-
ticular, needed expertise in either the change process or
the innovation to be implemented should be allowed to nego-
tiate a contract with the client system that will insure
adequate or better support to the system in its change effort.
Limited consultant participation may be unreasonable and
damaging* The Quabbin system on more than one occasion
dropped consultative help at a critical point. The Timber
Doodle encounter session which ended positively was never
followed up. Therefore, no positive reinforcement or fel-
low up was possible to bring about resolution of differences.
Recommendat ions
There are many possilbe recommendations which could
be generated from this study that it wi?Ll be necessary to
filter them to some Intere sting pos sibiliti es.
1, Descriptive analyses of on-going educational changes
need to be undertaken to provide more information concei-nj-ng
the implementation and. adoption-adaptation process, inis
study which is ex post facto does not meet that objective.
2. Educational managers need training so equip
uhen-
selves with skills needed in
and this would include, in P
facilitating the change process
articular, decision-making. - i Jr-
t
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Quabbin Study points out clearly that its decision-making
was not processed in a way to account for existing, inter
vening variables and other factors which impacted on the
changes
.
3° The H&velock process guide to change needs to be
utilized for empirical designs to test its validity,
strengths, and weaknesses. The Quabbin study did not do
this
.
L|-, The value of alternative futures in selecting long
-range programs needs to be studied to assess the predic-
tive validity of alternative futures, the value of the scope
of stuoies in existence, and the influence on long-range
planning. The Quabbin system was weak in planning for j ts
tomorrow. In fact, it found it difficult to porject beyond
its present.
5. Alternative methods of disseminating information
to potential adopters need to be tested, empirically. The
ERIC (Education Resource and Information Centers) system has
not had the effect it was supposed toj many classroom teachers
and. even school librarians do not know about it. The Quabbin
study resounded with the cry from the faculty for information
or studies about related innovations
„
6. Studies on the change process must submit themselves
to research designs that are, in fact,
would require that each innovation has
approach that would avoid qu.asi~se.enti
scienti f ic
.
tied to its
fic methods.
This
research
The need
to change is broadly accepted. It is how to manage change
scienoificaliy that, is the real dilemma. The Quabbin change
experience lacked any scientific base. The process was
more subject to whim than planning.
7 • The accuracy of force-field analysis in identifying
forces of resistance or facilitation of change needs to be
studied.
8. The applicability of the cross impact matrix os a
tool to describe an environment or forecast a future state
needs to be examined in future studies.
9. The applicability of contextual mapping, likewise,
is in need of study to determine its relevance to facilitate
the change process.
10.
The applicability of transactional analysis would
find itself in the same situation. Additional studies need
to be carried on to determine the worth of this technique.
The Quabbin study does provide valuable information,
analytical tools, and danger signs for those that wish to
research change and change studies. There is nothing with-
in this study that may be construed as a panacea for success-
ful change must be under the control of mature, responsible,
and self-directed leaders. This is also to say that partic-
ipation in no way is a guarantee to successful change
implementation.
To the promoter of change and
wishes to say: "Do your homework;
innovation, this writer
know the parameters that
260
govern the environment and those in it (variables); and,
if the set and setting are right, make change. " As an
over-riding concerns, the manager of change must keep his
people task oriented while at the same time maintaining the
group
.
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TAPED INTERVIEW WITH THE QUABEIN REGIONAL
SUPERINTENDENT OP SCHOOLS
Superintendent: He has been the superintendent of
Quabbin from the first year of operation* He has had a
number of years in education with experience in teaching,
curriculum coordination, and administration. He is com-
mitted to management by objectives and systems approach
to control. Presently, he is the superintendent/princi-
pal of Quabbin Regional High School in Barre, Mass. From
his initial contact with Quabbin to the present, he is
committed to change and innovation. His selection as
superintendent was contingent on his adherence to innova-
tion.
BHC: I would like to have you discuss, for a moment,
the nature of educational change as you understand it and
have experienced it over the past few years? How do you
think that change works in the educational environment and
what are some of the snags?
Su.pt • s I guess my reactions have to be based on my
experiences in change. Yes, change in education is a neec.uu
element-
,
but more than this, it should be an attj. i/ude. J 1 - J -
has not been a typical expectation within the establishment
or organization of a public school system. VJhat I am
saying
is that change, that is, owstcmatic change has not
been a
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part of the management practices of public education. Ferhaps
It Is too demanding or sophisticated* Anyone who conceives
change to be important, thereTore
,
is running into a hell of
a lot of trouble. Change means confrontation and confronta-
tion can develop into conflict if the appropriate control
and direction is lacking.
BHCs What, do you feel, was the process of change or
the sequence of steps used to bring innovations into Quabbin?
Supt: I think I would have to approach this question
by putting it into this frame of reference. I held the
notion that when I came into the Quabbin system it would work
toward an attitude of accepting change or at least gain the
habit of seeking alternatives. I conceived my greatest
responsibility to be making the Quabbin system prepared as
an environment to accept change. This, then, became my
personal goal, but I did not conceive any vivid cr clear con-
cept of a change process. What I am trying to say is that I
felt that my behavior as superintendent and, particularly,
one who was predominately change -oriented, could influence
a total system if that system were mature enough, and I felt
this one was
,
BHC: Could you elaborate a bit more cr: this conception
of change as you felt it to be?
Supt.; I had hoped, in the beginning, that we were going
to develop a way of functioning that was built or: a searching
behavior on the part of the total staff. The scncol
brand new and I did not know the nature oi the slaf.t . Sti^i
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I held an ideal built on the theoretical premise that we
could have a Quabbin staff that would take on the respon-
sibility of searching® This .would be a professional group
of educators that could get excited about alternatives with-
out determining what those alternatives necessarily were.
It became very obvious to me that there was pressure
for a change of another sort growing out of a financial
crisis in the community* This crisis immediately threw us
into decision makings which, from my position, called for
structural changes whether we were ready for them or not*
Hindsight tells me that we were not ready, but the crisis
was real, and I have data to back this up*
What I promoted in an in-depth way was the notion that
the organizational structure of the school system must change,
and that this, in and or itself, would lend Itself to a pro-
cess which ultimately would gear the school toward consider-
ing alternatives. But there is also, what I suppose I would
call a deep conviction about what education should be , and
that is that education is process. 'What I'. Intend to say is
that education is a process as opposed to education as a
body of knowledge or content that we should be presenting to
kids *
Ty-]g
. y would still like to back up a little o j. v
•*
out getting into the depth of change itself and look at the
process. In terms of process what definitive steps aid you
think were necessary? Xou talked rn terns of
far.ui.vy
would search. Is searching one step in
jX
•
J '' 1 "
the process a realization there was a felt need for change,
a need that would create a searching for alternatives. YJhat
other steps would be Included in this process to make It
work? I’m not concerned with the content so much as I am
with the steps in your process to bring about alternatives
whether they be in the domain of behavioral changes cr
procedural.
Supt.s I guess uppermost In my mind was the conviction
that there had to be a nucleus of leadership which I conceived
to be the change agents or a change agency. This, in what
1 was trying to promote and what ended up as being part of
the now nasty concept of differentiated staffing was really
a focus and a belief in a core leadership in the school that
was going to become, hopefully, committed to the functions
of a change agency.
BKC: Would you agree that changes were implemented
before the change agency was mature enough to handle it?
Wouldn't there have to be some orientation time to pr epare
this group for this particular objective?
Supt » : Well, In theory the group itself through self
-analysis could determine what its own weaknesses were in
leadership and, as you can recall, part ox tne approach,
perhaps the main thrust of the federal project waa
leadership training* Basically the essence of it would oe
the development of a capable , competent, scphi-> •« > -*• Ci ± c
of leaders after three years of training,
primarily in
service training which they would initiate and dc
30
BHC: I think it’s important to point out that the
leadership itself never had that opportunity to get the back-
ground it needed to really function as the change agency you
had hoped it would be. The question I would ask, then, who
or what would direct changes or innovations at Quabbin while
the leadership prepared itself to gain the training neces-
sary manage change? Seldom does change initiate itself#
At least in this situation there appeared to be an imple-
mentation phase*
Supt.,2 Well t I guess this is where I had to resort to
what I would call an eclectic approach* X didn f t conceive
myself to be detailing a step-up-step strategy or approach.
I really conceived that given a wide-open, give-and-take
communication * s process within this M leadership, H if we
would have enough intelligence and enough interaction with-
in itself so that it would find and. determine those steps#
So, I guess what I*m saying is that the main strategy was
to promote wide open communications and stimulate inter-
actions amongst the leaders themselves
«
LHC; You mentioned the need for a change agency and
it style of operating. I think it might be interesting to
have you discuss what you consider to be your style as a
change agent within the Quabbin system# It would oe fair
to consider you os a change agent?
Supt • 5 Yes j this is a image that I imposed upon myself
£> role that I acne pted as exciting and s s 1 f ~ fu1f iHing . But
t guess I conce iv«?d of myself to be a ocrson who would a iso
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b0 a catalyst for provoking thought about change. I would
assume the responsibility of generating attention to a great
number of alternative ideas and approaches within the frame-
work of learning, how we should r.c about learning, and the
priorities for learning within our institution. I guess, I
know this generates also, a level of frustration. To ask
people to open up their minds and react to any number of
ideas or articles that I passed on, and there was a consider-
able amount of it. Lot of confidence in people. But it
also suggested that what we* re now doing is so damned inade-
quate. Through this approach I suggest that a level of frus-
tration was developed in people who were asked to be reactors
to a variety of ideas. A logical consequence, which I think
I*m sensitive to* is that the impression was created that
people didn*t have ideas of their own. They were confronted
so often with my ideas and reactions to them that it flooded
their minds and buried ideas, creativity and imagination
that they themselves wanted to develop and should have had
the opportunity to do so*
BHCi Do you think that this was a general feeling?
Sttpt.: Yes , sure. If 1 can put myself in the position
of the staff , and X have been in that position, i or exa^p3.e ,
my relationship with the state department onuses many things
to be imposed upon me* I can well understand what happens
to one’s attitude especially if the imposed idea fall
short
in terms of priority.
BrJC : Hew well did you understand the internal, dynamic*
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cf the Quabbin ays ter. before undertaking steps to change and
innovate? By internal dynamics, I'm speaking about the kind
of individuals that comprised the system. This would call
/
for an understanding of personal expectations of the leader-
ship and of the faculty within the system?
Supfc « s I would have to admit that 1 didn’t have any
basis or frame of reference to really understand internal
dynamics of the staff* I really operated from a theoretical
base of what education ought to be* There was a void of
comprehension, and I think part of this was due to the lack
of time. I f m not making excuses. I think this is a problem
‘ for any institution. The conflict between a theoretical
concept of where we ought to be and where we can be within
an educational system in terms of the potential we’ve trot
working for us in light of the aspirations , personal expecta-
tions and professional concerns of the people involved, can
create a complex problem. This is a constant problem! But
I think in Quabbin* s situation 1 wasn't in a position to be
deeply involved with the school system and the personnel.
X didn't hire them, I didn't know them* I was practically
the last member of the staff to come into the school system.
This was a couple of months before it was operational.
BHCs Shouldn't that have been reason perhaps, for you
to have taken the iniative to know the staff , and the
environment especially with what you hau in -
r<1
system? I wonder if that should have been
one of the Initial
fjteps? You implied that you knew where we were *
'-here
30 ^
education v/hould be, and where we wanted to go. Also, I
tnink you have implied that where you vrante d to go would be
so educationally sound that one could not dispute it.
Supt.j Yes, I think if we go back, and this is diffi-
cult to do, what I hung my hat on was a set of principles
related to what educational behavior ought to be. I think
I really sensed a spirit of enthusiasm within the staff,
even though I dldn* t know them. I came into a system where
I believed the youthful nature of the staff, one captured
from "all over New England
,
M would be high on exc it merit
about a better level of education for the community than it
had before* I assumed, and I don't know if this is incorrect,
that we had a staff that was ready and willing to engage in
alternative thinking and was ready to accept change and work
with it* However, in no way did I assume that I really
understood the invlviduals within the system*
BHCs Was there a needs analysis to prompt the changes
and innovations that came? Also, were there other factors
to be considered which prompted change or problems to be
solved? You mentioned one definite situation which was a
financial one*
Supte: Yes, a needs analysis, which was oasicaliy a
personal one, was documented. You know what we went through
I managed the process, and it was probably more a solo
xlz gn
*
than it was any school-wide needs analysis * Ye i, , \
*as
there and it was documented as part of the
feaerai
proposal . L-nd it's been documented in
the «rm«S* I've
306
generated. It '/as the basis for shooting at particular
targets. Our main problem centered on expenditures which
were too heavy for the taxpayer to bear.
BHC: The intent of the federal project which dealt
primarily with differentiated staffing was to offer the
system an alternative structure, hopefully, to cut costs?
Do you recall how much money was involved?
Supt.s Yes, it was to initiate a differentiated staff-
ing pattern. In terms of funding, I can't recall the exact
amount. It was a three-year training program for twelve
or thirteen leadership individuals which involved a couple
hundred thousand dollars, I guess*
BHCs Would there have been training for staff as
to bring this thing along throughout all phases of the
well
pro ject?
and I
30me
aides
Supt.s Definitely. But the broader aspects of change.,
don't know if you're getting into this later on, but
of the structural changes that did last, were teacher
,
changes in the structure of our instructional media
center, the experiment with the interns didn't materialize,
but it all revolved around « core-idea that the process of
learning could be engineered in a more edu
way. Also, it would exist in a financial
be attractive to the community.
nationally sound
re a1m wh 3 ch wo
u
1d
BHC s Initially how confident were you
this venture in innovation and change?
Sivpt*? I think I was more enthusiast!
1n und
e
rt akin
g
e th nn conf 1den fc •
I don't want to labor on semantics because I think my approach
style and belief In alternatives included the possibility
that some of the stuff that we were going to do could fall
flat on its face. This would imply that there would be
other alternatives that we would have to pursue* The whole
concept of alternative thinking in my opinion was an impor-
tant part of ray approach*
BHCs Could you give me a list which you consider
be significant changes that were promoted. Could you
relate what problem each change would tend to ameliora
In the case of differentiated staffing, which governed
numerous changes, this was basically Intended to meet
to
als
te ?
:h(
o
financial problem. Am 1 correct in stating this?
Supti Yes. I think there are successful changes that
tend not to be recognized and yet are accepted. I really
think there was and is a very strong spirit of inquiry
amongst our staff. Some of the things I promoted in the
very beginning were in—service? activities purely for explor-
atory ends* We didn't put a binder on anyone except create
a spirit of looking
Ities that went on*
be£ 1nning , and 1
8
ra
at the whole series of in-service acti v-
l think we were very successful in the
raising questions now as to how lasting
1 t was
„
Wc were especially successful
to behaviorally stated objectives
behavior by demand. It was an invl
in generating attention
which didn't bind a person
tat ion to organize the
cu
r
r i c
u
Xu t o fee us Thisupon outcomes for kids • was the
main iocus that I was trying to promote. Let's look at what
kids are supposed to get out of education! I think that this
innovation caught on in a large segment of' the school program,
and it was Innovative in a sense, it. was less threatening
than some of the real “bombs'* that came through the struc-
tural dis -organization and restructuring process that came
later. But it was, in ray opinion, based, upon the notion
that there was a readiness to organize structural patterns
differently. Staffing patterns could be organized differently
if we paid heed to the underlying base which demanded that
we look at objectives of kids. In approach and theory, we
wouldn't need departments if we understood the concepts,
skills and attitudes that kids were working on.
X felt it would be • natural to recognize that inter-disci-
plinary approaches were obviously needed. Speaking of that
kind of feeling, and I guess this is basically the core idea,
inter-disciplinary approaches to organizing and dealing with
learning hasn't been abandoned as a desirable practice within
Quabbln* As a matter of fact there is all kinds of evidence
that department heads are anxious and eager to work on an
inter ~disc ipi inary approach
,
BKC : Would you comment on some of the structural changes
that took place? You've already alluded to this in discussing
behavioral objectives as a self -directive means which might
do away vrith a departmental structure and a now larger units.
to be organized.
Well, this evolved out of a theory of
30 ?
t j n*- -f 01 learning
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llio concept of smaller units was designed to give us organiza-
tional leadership units virithin the school that were broad.
*,
re ended up with 1?. or 13 ex-departments boiled down to five
units With the io.ea that they viould strive toward an inter
-disciplinary approach. Humanities was a ma^or theme area,
career skills another, math and science another, the. health
and physical education being another and so on. Underlying
all of this was also another threatening condition. This
was a personal concern I had, and I haven* t shared It publicly,
but I felt that the future of Quabbin f s health as an educa-
tional Institution depended upon maintaining high-powered
leadership# This in fact was accomplished. I think that
most of the good leadership within the Quabbin system is
6till there.
This fact was accomplished by promoting leadership ir.
the name of learning co-ordinators within this new structure.
I assumed also that this was going to be basically leader-
ship that developed from within the system. We weren’t
going to destroy the potential of the people within the
system, rather we were going to put it into a new structure.
BHC: Salaries that went along with these new positions
were designed to deep these people?
Sunt . ; yes, salaries were set to compete favoraoly
with the high aspirations of the leadership* At that time,
T believe the records rv>u..u show that there was a *>.o </
s
the staff to look outside of Quabbin for employment oe cause
vjc felt an economic crisis and there was a strong possibility
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that people were going to move, people with capability,
1hat s v;hy X felt that we would lone what X cones ivecl to "oe
the source of our leadership. within the system,
BHC: Do you think that maybe too much emphasis was
placed on retaining Quabbln core leadership as opposed to
let’s say emphasis on keeping staff?
Supt.i Not in my opinion. I think the mistake was
made in combining the focus upon attracting or keeping the
leadership and at the same time modifying drastically expec-
tations for them. Let me amplify that because I think per-
sonally what really happened to sour the '’general*' group of
teachers against leadership was more the destruction of the
typical* traditional expectation for that leader. The rela-
tionship within the group was changes dramatically. I don’t
think it was necessarily the elevation fo the financial
rewards for the leadership. It was the destruction of human
relationships. The confidence of the staff In the leader-
ship was destroyed because there were dramatic changes in
all role expectations. As some of them so candidly stated,
they didn’t respect a leader that was not trained or didn’t
have background in their subject field. This didn't nappon,
did it* in P.Ed? It didn’t happen In some other areas were
there wasn’t that dramatic a change.
BHC; Do you feel that professionals should he obliged
to commit themselves to educational change
/
Supt*: Yes. I think this is part of my basic
premise
as to what a jupofessional person !>-> its
a
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distinction between the professional and non-professional,
ihe whole concept of being self-directive
,
to me implies a
hc.bit of ini i i&vj v c
a
habit, of aggressive Inquiry into
problem-solving and it involves suspending judgment at tines.
Thxs xS a whole vray of life to me. This constitutes a pro-
fessional attitude. I guess what I*m saying is like the
old cliche ? : you accept change as a desirable and necessary
vray of life.
BHC ; I*d like to have you discuss sciae of the snags
that you were encountered in trying to implement change and
innovation,
Supt.: Well, there were to me several very, very signif-
icant snags and without spending too much time going back
over it, 1*11 try to bubble these into some order of priority*
To me the biggest s I*i £*^ ^ i a a com.iranity resistance from those
people who were in a position to agitate against change, in
particular, one member of the school committee, I*ve said
publicly and openly that the greatest mistake 1 made was to
assume that a school committee could deal in indepth with
problems within the system, particularly when it got into the
organization structure aspect or* the educational process
itself. I assumed that the school committee not only
to but also could devote the time and had the insight that
was necessary to back up change*
1 think that the nature of the school committee, and
its responsibilities to education muss include an element
‘.frC;
..
y'
0 k pure blind faith and acceptance ct tee au mine t . ^t .u • n •.
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Yet, I was operating on another premise that they somehow
had to get below the surface and understand problems and
Issues. This caused a great 4eal of frustration. But the
higgGSu obstacle, In ray opinion, was the reality that there
were people that were against change without even trying to
understand what was behind it. The very fact that it was
a change irritated them.. There was also an antagonism
toward the idea of a high-paid leadership,
BHC: I wonder if the fact that the committee itself
was subject to change caused much of the frustration?
Supt.: Well, yes, and I think the two fed on each
other. I think the time involved, the frustation of dealing
with innovation in education prompted some of them to back
off for various reasons. Then they were hit not only with
natural negotiations, but also complicated negotiations which
got wound up in a struggle against change which was viewed
as a conflict. So, I believe, as I said that these things
fed on each other, and the promotion of change moved some
school committee members away from their prime responsibility
and thrust them into frustration/ For lay people, this
bec arue a night rnare .
BHC j Were there other snags that should de discussed?
Supt.: Yes. I guess it that would have to be in the
area of communications, lines of communications, s^yT-vs of
communications
,
and the demands that changes ci a magn i uUut
that we undertook create. You either have to use an approach
where you are convinced that you. car. sell people on change
31 ?
or you have to use the approach, which I thought I was using,
that much of the change Itself would come as a result of the
people Involved making decisions all the way along. This is
not a selling job, but a promotion Job which makes sure that
people are Involved in decision-making.
Also, I would like to deal with a rather deep concern
which is the problem in education of creating false expecta-
tions for various positions, I feel that the expectations
of the superintendent in the Quabbin system from the staff
was quite different than the expectation, I had for myself.
I think that the general staff, and particularly the personnel
within the teachers* association who had a concept of what
the superintendent should be doing, was in contradiction
with what 1 expected of myself and in terms of my behavior.
Fundamentally, I’m saying that I think, that there was an old
traditional expectation of the superintendent to be a wise
decision maker and to pass those decisions on with a great
deal of finality. I believe that my mode of operation was
one of assuming that I didn’t have the wisdom, I was a
catalyst to generate thought, and I wasn’t a person who was
making final decisions, nor did I feel that I had the ability
to translate those decision into a plan of action,
BiiC; I wonder if you believe chat the faculty perceived
you as being that way?
Supt.: Mo. In hindsight I don’t think they did. As
X perceive my behavior now, whs t 7 thought was an aggressive
,
thought urev eking behavior cane through as f perhaps, an
s s
I
vg
,
demaud ing
, imposing ^ ind of oehnv lor*, j guess
,
thought Imposing, rather than thought provoking. If those
two words describe the distinction, I think I probably come
across as being one way, I find it difficult for me in
conferences and discussions to gain what I hope is dialogue.
I really think that I listen, that I react to other people's
ideas* I also think that I am Impulsively aggressive in
tangling up those ideas with my own. I suspect that people
that haven* t worked with me long enough and therefore, see
a "traditional aura" of power which would tend to subordinate
their ideas.
I conceive to be a promoter of real oneness. Perhaps,
it’s not really acceptable as a behavior for a superintendent
,
yet, 1 think there was a nucleus of people that understood
that this was where the whole concept of trust lay* Communi-
cations do not exist without trust. If for any reason there
is a distrust of the leadership, communications ere not going
to exist, and I think this developed* That it was my fault,
our fault, the fault of something beyong us, I don’t think
there’s any answer, except that it happened.
BHC; Was there any point in the change experience,
where any particular innovation should have been stopped?
3; guess what I f rr, saying is did you feel you were in a posi-
tion to stop, to shift gears or- to back up? Were the
innovations so inbeddsd that it was impossible to seek o t*
alternative?
a difficult question for me because ISupt .
:
This is
think that I was part of a dlcision to abandon the whole
experiment .
BHCj At what point;?
3upt, : At the point when we had a three year commit-
ment to follow through with the new leadership structure.
BHC s Would you elaborate on this?
Supt.j I { ra thinking of two main thrusts that got us
embroiled in conflict, and the great deal of questioning
and reexamination that the leadership structure got into
concerning itself and the units. Going from departmental
structure to the units are the change in the leadership into
learning coordinators
,
tr&s too much for the faculty tc bear.
It had what I have called a rather traditional expectation
of the leadership. Then there was the dramatic change in
expectation within the school system that teachers would
function in the role or guidance counselors. These become
conflict areas, as you well know, because the leadership
expectation for guidance all of a sudden became paramount.
I could speculate what would have happened if we had kept
the leadership, learning coordinators, away from guidance.
If we had retained a guidance unit* would learning coor-
dinators and the unit concept still be alive today? Thin
was the most bitter conflict area to be dealt with a. t a*,
as teachers were concerned because they saw themselves as
counselors „
BHC: What you’re saying in if we had backed of! on
the innovation of fcoacncv /cour.se tor the* e »*> a possibility
that many of the other changes and Innovations night have
survived?
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Supt * s 1 thlnk
»
.
and this is Monday morning quar-
ter bacr.
,
ii 1 had been In a position to change this
situation in order to keep the others, I would have.
BHC : How would you have handled the situation?
Supt « : I would have promoted from the beginning, If
1 hau oeon a decision-maker
,
a different structure for ku id-
since in the beginning* I was personally convinced that
teacher involvement in guidance was critical, but the style
of involvement I would have promoted would have been differ-
ent than the one that evolved.
BHC ? Who did promote the teacher/conselor concept?
Supt . : It came out of the decision of the high school
principal, and as I understand
.
it j the interaction he had
with the learning coordinators at an early stage., I think
I personally favored LC*s involvement in guidance. Their
involvement as far as I was concerned was important* They
were decision-makers and should help to decide hovr they would
become Involved in a guidance leadership role, I though
there were all kinds of options as tc involvement of teachers.
As a matter of fact, I don’t know if you've ever seen it,
but I generated a paper with some of the alternatives which
were quite different than what actually took place.
BHC: Why were : t the alternatives considered?
3v.pt. i X think that this gets bask to one of the
characteristics of the relationship between the principal
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and super Inc. indent: and the staff. I didn't impose my thoughts
and they weren’t accpeted by the principal.
BHC: What you are saying very clearly is that you
looked at the teacher/counselor concept as one which was
unaermining many o.f the other innovations. Do you feel that
you had an obligation as chief administrator within the
system to stop what was going on?
Supt.; I didn’t feel that I had the alternative at that
stage because we had a structure and expectations for the
leadership. We did have to follow through for the year. VJe
didn’t have the alternative of abruptly cutting the teacher
.out without carrying some kind of involvement of substitute/
alternative to provide guidance services to kids. I did
impose a strategy for reexamining the whole guidance process.
I guess this did come out of management by objectives. I
set uo a process to evaluate and come up with an alternative.
To me it’s rather vivid that I did impose such a restriction
on the alternatives for the next year. One of them was that
it had to be accepted by the teachers; it had to be a viable
alternative* Yet, we went through a very frustrating pro-
cess to arrive at an agreeable decision.
BRC; That was after the conflict had gone into its
late stages wouldn’t you say? It must have been dishearten-
ing to watch those things be destroyed that you, had
promoted
because of something which you had little faith :n > «.?.»
the teacher/counselor role.
Suptoi I think the point X would like to make is what
vo were caught up in was that guidance was so much cm Integral
part oi the entire structure* Much of the emphasis on re-
examining the curriculum vras .to promote a *' guidance -based
curriculum*'. You couldn't take that one element out without
influencing the whole in some way*
BHCs Would you discuss the type of* management that you
are interested in promoting within your system?
Supt»: I am committed to scientific management in the
sense that I really believe that educational planning and
decision-making ought to be based upon an adequate system, a
conscious system of management, X guess that is the work
I am searching for. Those who are making decisions in educa-
tion ought to be conscious of a decision-making system, I
often said that flying by the seat of your pants is all
right as long as you've got fine weather and you can see
where you are, but it seems to me that as far as change is
concerned, and I guess this is probably one of the problems
wo ran into, we found we had no system that we were conscious
of.
BHC; What would you say are some aspects built into your
scientific management system? I believe that P?oS was one
component *
3upt • i These are all concepts that had the icpu nation
of coming out of industry* They are related to a very defi-
nite set of objectives, a process of evaluation and ieeuback
which in constantly and consciously related to one another*
As I saw It, it was a rather sophisticated process of making
decisions and establishing objectives.
- BHCi At this point I would like to set an important
question before you. What did you perceive the role of the
principal to be in the change process?
Supt.s My chief expectation of the principal would be
that he really understand the decision-making process, and
the way in which you can involve people in the decision-
making process. He should be a facilitator of sound decisions,
with the understanding that there are levels of decisions that
have to be made. I would conceive of him as educator in that
he would have the possible vision within the school system as
to what education ought to be. To me he is an educator* scm
not in the typical sense, but a facilitator within the system
itself, a facilitator who utilizes resources, human resources,
I*ve. often used the term "coordinator", as opposed to the
concept of manager* In education I don't like the word
manager as much as I do coordinator or facilitator, 1 guess
this has to go back to another concept I have of the profes-
sional as a aelf-directing* role-oriented person. The prin-
cipal becomes the person who helps clarify goals and spends
most of his time in this kind of a climate "bugging" people,
if* you will, to clarify their goals and to fit these goais
5 nto the institution's. So he*s a goal-clarifier
that coordinates the sub-systen within the whole system.
You might use him as a harmonizer.
BHC* Did your principal function this way
r
Supc; I think this is where a major conflict of
a person
w
3°0
expectation existed.* X don't think that the principal could
conceive this to be his role* This is hard to deal with
because X think the main difference in our philosophy, or
expectations
,
came within the category of delegating respon-
sibility or delegating decision-making, I think I'm too
idealistic In my concept of decision-making as a democratic
process. Words are difficult to use here, but the whole
concept of involvement, of making decisions at a point close
to the arena of where those decisions have to be carried out
is the best. The principal felt an Inherent pressures to be
responsible for the decisions other people would make and
.
this was difficult to accept this kind of responsibility.
Getting the whole system to assume a democratic partic-
ipation in decision-making, generated some heated debates
between us* There was a conflict between our two positions,
1 1 ve often asked myself, and. yet we haven’t had a chance to
discuss it openly, whether or not what we promoted as LC
,
leadership participating in the decision-making process, was
worth it. Do people really want to get involved? What kind
of involvement do they feel confortable with. It seemed
that LC r s had as much difficulty as the principal in believing
in a democratic type management* The school principal
a « ,-v* » i. to delegate responsibility or decision-making.
To him he abandoned a responsibility that people wanted nim
to assume. Let's not fool ourselves , alternative thinking
and shared decision making are frustrating, relu me
v<hat
you want at to 0.0 and 1*11 oe satisfied to do itt
That’s
the kind of expectation most have
*5 r> t
BHC : Do you leei that there might have been a conflict
not only between your personal philosophy and style and that
of the pr inclpal
*
but also a conflict ostween the orinclpal
and the other leadership, the LG's* You were coordinating
both. Both groups were to assume a certain amount of leader-
ship In terms of trying to diffuse Information and help
prompt change, I thought that in many ways the LC*s with
the principal would be an extension of you as the change
agent in the system,
Supt.s I conceived us to be a. team operation. I guess
I must confess that I was cut of phase with the very notion
that the superintendent could be an operational member of
the team with his Ideas being no more potent than ethers.
The traditional structure seems to work against that, I
think this is the kind of thing I'm talking about in terms
of the principalship and the expectation that the principal
is suppose to be more potent with his ideas. He * s suppose to
have* ho re fully , a deeper insight into a lot of things, ’What
I*n) saying is that the style that I conceived demanded a
change of expectation of staff as we ri as all tne people
involved.
The expectation of staff of the principalship and oi
the LC‘s, .Vast dealing with feelings now, was one of the
fey things that got In the woy. You know I
think of the
experiences we hod together. Ten people ccuxd »*v ce.-n
together, and we could talk about and become
Intensely
involvea in ttie theoretical expectations
,
bat then you ’ -e
got a whole staff to work with that hasn't bad that kind of
experience • 1 hey lost sight of what we conceived oursolves
to be r. I don't know if this is true or false, but I got the
feeling that the staff conceived there was a kind of a council
here that was a closed shop, j sense there was quite a bit
of resentment about that* What's the difference if a group
of B or 10, and the principal himself made decisions. All
you've got is the old prlncipalship concept, but now it's a
group*
1 didn't conceive that the decision-making process
itself could really materialise without the prlncipalship
being changed, and the behavior of the person involved In
the prlncipalship in my opinion should be one who is willing
to delegate a great amount of the doc isi on-making.
BBC: Did you think at some point, perhaps even ini-
tially, about changing position of principal or of eliminating
it?
Supt « : My real concern did not focus on titles out on
<ob specifications that would provide a particular kind of
atmosphere. The time spent In defining and coordinating
roles 9 and this a very important part ox differentiated
staffing, was inadequate and unreal., xhe oc
h
av .1 c a. oi w.i^-Sw
involved, Including the principal, should have been quite
different* Does this happen automat leu j.:.y wnen the roxo
. .
, **«*’ *•'>•** < r*d ^ } dual. , oehavio.cal
changes on paper? This io a j,av*-.. - - *
3?
flexibility,
WHO: Do you feel that, a conflict might have evolved
between the principal and the superintendent over the kinds
of innovations that were tried? Phrased another way do you
think the principal apprc red of all of the innovations that
fell under the broad umbrella of differentiated staffing?
Supt.i 1 know that if the positions of the superinten-
dent and principal had been reversed things would have bee
different, lt*s important that I say is this way because 1
think that the principal had a very traditional respect for
the decision-making of the superintendent as one who makes
ultimate decisions with him respecting them and not chal-
lenging them or telling the superintendent that he 1 s out of
his cotton-pieking mind. This, 1 think, has to bo under-
stood because i believe that if principal had been superin-
tendent the real issue 'with guidance could have been avoided.
On tne other hand,, if we would have kept the department head
structure as it was 1 think probably the principal could
he ve pulled off the guidance movement because there would
have been the staff confidence in the department head leader-
ship, The LC structure and its demand for shared-decision
making was certainly the factor that threatened the principal.
Actually, the principalship was seen initially as one other
LC posit ion
*
BHCs The next question 1 knew has beer, p.utced bolero
you before* there a master model toward which tne
system
VjJ
3 ?>
was working?
Supt.: Yes* As a matter of fact I think the model had
been drawn I don't think people recognized it*. It was a
process model; a process model that involved facing learn-
ing cnrough a careful analysis of the needs of our students*
The needs would then be generated into a set of objectives.
From here we would have to develop a system for implementing
that kind of system which is an on-going, process mode].. It
also implies a whole set of processes that are needs-assess-
merit oriented*
This is my biggest criticism in education, including
Quabbin* We don't base our curriculum upon careful assess-
ment of the needs of our kids* We work only in a general
sense, not a specific one* This general sense is based on
content* It's a needs assessment, but the kind that says
kids need oasics • You miss getting into the has ic needs of
our kids* We haven't had this process and I'm not sure that
education is ready to deal with it* That was the ultimate
concept that 1 had* It implied that professionals had full-
time commitments, not 180 days of work. It also involved,
nnd I tried to promote it, the idea that at least 1/3 of our
staff was going to be working all summer.
This was more than the idea that vanere te ache j. s .v ere
trained, arrived, taught, and, therefore, all. they bed to do
now was that thing for which they were trained* - oo.. t
think this is a fair criticism of. cur teachers * They don't
know hovr to assess the needs of kids# ki >.-h.3y
v.eie
32?r
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,
I know many teachers would take violent Issue with this.
I*m not saying they don't know kids. Rather, they don't
understand the process of assessing those needs and somehow
generating then into a. helping, developmental curriculunt
This is a man-size task,
BKC? You did spend considerable time and effort in
diffusing much information. This could be called seeding.
Would you discuss your intent to the faculty in promoting
school-wide Involvement in this way? I know that it was not
aivrays we 1 1-re ce ived
,
3upt«,s There is a false concept amongst educators
related to a self-expectation of maturity. Teachers have
been traditionally beyond question as far as authority. We,
therefore s imposed upon ourselves an assumption that a
teacher is all-wise* Re possesses great wisdom. So, ’when
you start saying to a corps of teachers. I suppose any pro-
fessional group, that you're not all-wise and that there is
a heck of a lot you. have got to learn, that there are better
methods available to us, it implies something many teachers
would rather not hear,. I can't help out say that i impose
this questioning upon myself as well as others, I know that
the answers are not all in yet as tar as the cost.- •«. ay to
deal with organizing instruction or deal with motivation for
learning * I had hoped to open up good alternative tninx^ng
by sharing ideas, A.s it turned out, only a few saw any
value in this move, others were insulted or felt 1 was
vast « (7o tax dollars
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BHC s Had you made plans to Involve other groups in the
change process? I* in thinking about the community, the stu-
G.v*nt body j and faculty# On the other hand
v did you feol that
you did. have additional involvement from one or all of the
other interest groups?
Supt*: The desire was there. The intent was certainly
to have involvement. I wanted a style of involvement that
was real all the way along. I felt that good involvement
was missing. I think involvement of faculty., to begin with,
was missing, 1 still think it * a missing* Attempts were
made on a number of occasions to get faculty and community
involvement. Somehow, their style of Involvement was weak.
BHC? You made a move to involve faculty with other
innovations in the early stages with Monday and Wednesday
afternoon sessions. How were they i received?
Supt » i They were a royal flop, but the thing that was,
perhaps, even more disappointing was the needs assessment
vrhich involved the faculty. We were at the point of gather-
ing consensus about innovations, and to my disappointment,
no one followed through with that as a basis to improve the
climate
,
BHC: You felt that you had brought the faculty to a
point where they were involved in taking a needs analysis
of the system whether they knew It or not. These being real
needs; you were in essence- inviting a different kind of
change to come in to help the situation
r
Supt,: Sure I
32?
BHC: To what extent could the faculty Influence change?
Supt « : They would not necessarily determine the kind
or the priority. This is what I felt would be a problem,
and yet it was beyond my control. I guess it is a criticism
of the principalship, again. One activity that was most
vivid to me was the whole day of released time for the staff,
I tnink i c was February i3? 1971 i and the whole purpose was
to gain a grass-roots approach to generating and understand-
ing the concerns of the staff, i«ve got all the records.
The concerns of the staff were to be handled by a task force
to the staff who planned the program arid generated a list of
concerns. These were needs. It was, infact, a needs assess-
ment, and they put them into priority, Yet what happened?
Maybe things did happen, but I don’t think they were con-
,
/
seious of it. Things were merely discussed and left up in
the air. Where was the leadership? Wes I supposed to act
on the needs by myself? Here I question the maturity of the
leadership which would include the principal and the LC k s.
BHC: Do you think too much was tried too soon?
Supt.s Yes. J-ve heard it before » The
whether too much was tried too coon is a very
for to deal with , Part of the problem tha'
we didn’t have the financial crisi s , what kin
s
-r
would vie have used.? Would we have behave a. dll 1 orentiy?
'Would I as superintendent have said, “we 11 we’ve got ten
years to make some changes • sc we .will promote a strategy
where there aren’t any dramatic changes in structure*,?
I don*t believe 1 viould have, i think that it was probably
an insensitivity on my part, an ignorance on my part, as to
how to cope with many of the
-variables involved. But I think
the whole process of change itself as far as what I was
promoting Implied some dramatic changes.
We get back to this question of organizational versus
behavioral changes. I just conceived that organizational
change had to be rather dramatic. How else could you lean
toward a change in leadership structure other than the way
we did it. It had to be abrupt. Yet, if we could have had
more control over some of the need, we might have made it.
I think this is where we fell flat on our faces. We were
unable to follow through with some of the services that were
needed by the staff and services that were needed by the
le adership.
BHC : When you talk about services are you refe:
to training?
Supt.i Right
t
BHCs Was there a wholesale lack of understanding o i
change process at Quabbln?
Supt * 2 Definitely. This was one of our primary
weaknesses* We were very unsophisticated , very unscholar i
y
and unknowledge able about change process, as such,
and
therefore
,
I think there was a tendency for many people to
construe change to be bad—to te cnreruenin-s*
most agitating and most needling .comments that
-
* UCi,u
teas: *What proof do you have that what year
promoting is
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better than the old?" That's a harrassing kind of comment
because you don't have any proof, and you don't know how
good or bad the old was in the first place. So, I have
learned that one characteristic of change, wherever it Is,
is that it carries with it human resistence.
BUG s Don't you think it's also important to build
change like decision-making on evaluation.
Supt * : No question about it. Of all the areas in
education to deal with, evaluation is the most difficult
because it is the most comprehensive,
BHC: Would you say that there was a rather apparent
contradiction between the things you verbalized and your
actions? 1 am thinking specifically of things that' you had
said when you first came to Quabbin. For example, teachers
are worth $ 15*000 or $20,000 a year, and teachers need to
be given adequate time to do the thing they are best at
—
teaching* yet, it was a general feeling that, if anything,
teachers and their security were being threatened, never
mind teaching time*
Supt • i Yes. 1 think if you analyze my behavior that's
true of it with regards to teachers. 1 can understand why
this feeling existed. I said that we could ran our schoox
system with ten less teachers under differentiated staffing
with high powered leadership and a different concept
o,
the teacher and teaching. I think this
concern for another
oonceofc of teacher itmrt*r**ent eight
have lead to the general
*> V)
impression that the teaching profession per se, was not all
that hot • I did note some reactions to ray suggestion that
some teachers might get $8,000 a year while others could
earn as much as the superintendent. I was interested in
teachers as people. I don’t think that I ever conveyed
contempt or lack of respect for them.
BHC : Initially, you came across as being a very nice
individual. You had a high regard for the human being and
his rights* This you verbalized and displayed at initial
meetings. Yet, the actions you had to take as superinten-
dent lead many of the faculty members to believe that you
didn’t mean what you had said. One of the most discussed
issues was with negotiations and feedback from the teachers'
negotiating team that the superintendent was negotiating for
the school committee in such a manner that he wasn't willing
to give the faculty a fair shake. Also, they felt that you
were to blame for the teacher cuts.
Supt*: I would contend that this was a translated
image, not an image from personal interaction with me.
BHC ; Your personal, interaction image-) was positive,
and you are right when you say translated image. You were
the distant person from on the hill* Here, the thought,
was a man you could meet with and have an earthy conversa-
tion, and, yet, It seemed that when you acted as
superinten-
dent your behavior was far less then humane.
Suet.. ; Are you speaking particularly
absut ay
negotiator for the school
committee?
o
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BHC s Yes,
Supt#: That was, I think, an extremely grave error. I
don*t know If I had an alternative at the time. I conceived
of myself as a resource person for both sides, but It ended
up that I was the aggressive person at the negotiations
table. This happened for two reasons: first part of the
br 1 ® s in negotiations focused. uoon some of the promotions
that I made, T had to be the defender of this point of view
since I had initiated, A long with this I was also responsible
for the hard -nose approach to find ways to curb spending.
BHC; Do you feel that when any administrator puts
himself in the position at the table ne's putting himself in
a tough situation?
Supt.; Yes, he might as well adar.don other leadership
kinds of expectation for himself because you cannot divorce
the two. We know that negotiations are here to stay.
BHC; Would you say the day will come when the school
committee will ask the superintendent to ge t involved in
a different way in negotiations?
Supt • : This must happen, otherwise, the position
becomes compromised. I think the superintendent is clearly
a member ot the management team, and his primary responsibility
is toward sound advise to the school committee. But, he
isn 4 ti in my opinion, and shouldn't be, responsible ths**
interaction called negotiations. He is not the negotiator.
BHC: Do you really feel that you might have been a.
victim of circumstance or lust sucked into
tout thing w.cnou--
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really comprehending what the devil it was going to do?
Supt • : Yes, I think I lacked wi3dom, experience.
It was a mistake on my part because I think I was in a posi-
tion to bac:-: off. I got sucked in, in a sense. There was a
beginning approach to negotiations which was very friendly
and quite informal which encouraged the superintendent to be
a part » In those early days we would sit down and it was
more professional negotiations than hard-nose bargaining.
Then we got into the collective bargaining,
BKC : I’d like to look at the change process, again.
Was there a feedback mechanism built Into it. Perhaps, a
feedback mechanism that could, in essence, be criticism or
maybe some minor form of evaluation.
Supt.s I think there was a feedback mechanism, but it
wasn't adequate, I think there was a great deal of openness
within the realm of the LC group. You as a participant
observer offered much feedback* This open behavior was not
welcomed by the principal, I allowed it to happen with the
hopes that real needs would be net. It was this openness
that brought on the self-destruction of the LC's and the
change in the guidance structure. Even the total faculty
had in-put*
EHCi If you had eliminated those that would be considered
as dissident within the LC structure, do you think it might
have proved advantageous?
Supt.: No, because it would have destroyed a basic
premise of mine in the beginning that worthwhile change, has
33 ?
to bo what tne people involved want and can live with* I
thin* we have to face the reality that there were people who
wore against what was happening l'or various reasons, and it
wasn’t because they wanted to do their own thing.
My conclusion is that for a variety of reasons the imput
from the LC really generated the change. I believe that if
the Ijw'
*
s at ^he flnax crisis when they had to decide to go
on, or destruct, that If they had said we will go on, we
would be still be pulling today. I don’t think that the
School Committee’s agitation to return to the old would have
destroyed us. So what I’m saying from my perception is that
it wasn’t a question of self-destruction, rather, it was a.
question of taking another alternative for survival,
BKC : Why wasn’t it essential to deal with alternatives
at an earlier date and not at a point when all hell is blew-
ing loose? We’re talking now about a change process that
lasted from 1969 through 1972. With all this behind us
Quabbin is still very much in a change attitude.
Supt.s This question of alternatives is one of those
critical kinds of questions. I conceived the genreation of
alternatives to come from within the group.
BHCs This would be what is called conflict management.
Supt.: That’s a new term that I’ve not heard of cere re
,
so you’ll have to describe it.
BHC : This is a process or a behavior that can be inje'v
ucd
. a. 4->i i In conflict, , an j.
into the ayseea the moment it Ainas
to begin' to generate
'i*- moves the system immediate rj
i*- -
-
alternatives
3?1±
3upt.: OK. Now I 'q with you. The question resalns,
though, who is sensitive enough to know when Intense conflict
exists to the point where alternatives should be pursued?
Should It have been the LC's, the Superintendent or so$e
kind of a nerve center? Undoubtedly, a more precise system
of participant observer would, have been in order if the
principal, in particular, could have accepted this. I
guess one of vhe expectations of tne LC*s might have been
that the superintendent was going to make that kind of a
decision* I know there wasn f t wholesale agreement and may
have been a fact that led you to believe that maybe things
could go as they are*
Here is where we would get into my expectations. If
there had to be one person that would suggest alternatives
that would be the principal, not the superintendent. Yet,
maybe the LC*s conceived that to be the role of the superin-
tendent, and I can see why because I threw -myself into inter-
action with them in intense dialogue and analysis. This
should hove led to rather definitive conclusions as to whether
we change direction, or whether we continue. It hurts to
note that quite often the principal divorced himself from
these sessions. 1 guess in hindsight I conceived that the
principal had the key role in that he in theory, should have
been more sens! tive than the superintendent to the time to
jump to ;:.i alternative.
yv'dC ; And, yet, in respect to him, he probably agrees.
3?5
with the LC's that it was the superintendent’s role, it
probably should have been the superintendent's responsibility
because it was felt that he mothered the innovation.
I wonder if you initially had too much faith in the
people you were dealing with* Maybe you should have had,
perhaps, less faith and more muscle if the group could not
re ac t ma tur e ly
.
Suwt*s vJtiS x t a question of too much faith or whether
blind faith? I ask myself this question all the time because*
1 accept, in theory the premise of high self-initiative and
high self-direction. I wanted our people to have an analyt-
ical way of behavior because this is essential for people in
leadership.
BMC : Please comment for a moment on feedback as infor-
mation for decision making* For instance how, when, where
and by whom was evaluation to take place concerning the
innovations
?
Supt«: I think on my behalf there was a very strong
thrust in this direction* Part of the strategy was to have
a carefully designed evaluation system, but as far as carry-
ing out the evaluation, I think you know we lacked any
thorough system of follow through. I think the main reason
was that no one felt adequate or competent in the process of
evaluation*
BHC ; 1 wotuld tend to say that some type of
which Was TOOT'e gut feeling turn dat;
Yes , As far as I s m concerned evaiu
what I would c.all a consensus gathering, and I think we did
quite a bit of this,
BHC; This is true when- one considers the number of
meetings that were scheduled to do just this. I wonder If
your approach with its deep commitment to faith in people
and the humanistic concerns that are apparent is dangerous
one who hopes to initiate changes and. innovations?
£>uph*; My honest opinion is that humanism in education
is the only thing that will help us to survive and grow. It
may be one effective .way to cope with what is a developing
threat, and I hope it’s Just temporary, to individuality
which has its implication as far as innovation is concerned.
Specifically, the pressure from teachers* unions may cripple
innovation and change if all changes have to be acceptable
to the collective bargaining position of the union. It’s
difficult for me to get into this specifically
,
but I think
there are pressures, directed at any individaul who strives
to change the "status quo.** The very essence of creativity
and innovation means that you* re stepping cut of a mold
which is a part of the common behavior.
It seems to me that one of the characteristics of a
real professional is whether he is behaving as a part o. tne
collective mind or whether he is behaving vne way n.is Bine,
and conscience dictate. The professional of today must deal
with this problem. No matter how you look at it, the adminis
trator has all that he can ao to cops with tnc mu.-.v. j.c hat
unionism is exerting on the innovative practices or the
school. Negotiations today Is a different game than It was
five years ago. The game, the rules, and even the ball par*
have changed,
BHC : 1 1 . may mean, too, that the public school adminis-
trator is going to have to take on a new style.
3upt . ; I'm convinced of that. I have said before that
professional negotiations is one of the best things to happen
in education in a long while because it forces attention on
t-ome oi the critical problems in education aside from teacher
sal.ax iGo « However
,
manage msnt * s behavior can*t be merely a
paternal behavior or a take it or leave it kind of attitude
towards the demands of teachers. A healthy relationship
built on respect and trust is needed.
BHC: Will you continue to function as a change agent
in education? I’m wondering if the Quabbin experience with
change has dampened your enthusiasm?
Supt.: No. I don 11 1 thing it has dampened my enthusiasm.
I guess it * s sharpened my foe os of sensitivity to change
process. I think more important than that, it’s confirmed
a lot I believed in from the beginning. I never felt other-
wise that anything that is worth calling change or innova-
tion has to get somehow into the spirit or heart of the
people involved. This is not just verbalization. Yet,
wasn’t this one of the predominant guidelines in whatever I
promoted? I think it was, but didn’t it come out that way.
I don’t know ii 1*11 ever know why things didn't
work. Tne
only thing I question is what were the temporary or
immeai a co
3?e
results?
The question is what is a mistake or what isn’t a
mistake? These are the damnable things we’re hooked onto.
There’s nothing changed as far as a basic strategy that I
would use to deal with change or innovation. The most sig-
nificant challenge in my own thinking is the approach,; the
strategy for change. Is it- important whether or not to deal
openly in a comprehensive way with the whole concept of
change or openly' and directly with what I vTouid call the
discrepancy between where you think you are and where you think
you ought to be with the people involved? Is it better to
deal with a select group that Is supposed to comprehend the
whole thing? Department heads and teachers do their own
little things, and somehow they don’t see the whole. They
see clearly their little part. To me, the concept of a pro-
fessional person is one with the ability to see the whole
as well as his part. I’ve been criticized, questioned and
examined by myself and others. I thinK you've raised the
question roo, as to whether or not it's too frustrating to
demand someone to recognize the whole. It's a very honest
question as far as I'm concerned. I think it’s a question
that has to be dealt with in the whole change
process.
BHOs lt : s also part of systems management,
too.
Supt.: Yes
.
If I could draw a painting of what ougnr
to be, and most of us conceive that w®
can, should I re the
one to draw the painting in the first
place?
BBC, There did seem to be a
great cry from th< t r.
1 p
and staff to see the master plan;. Somehow a model would
have represented something tangible and, perhaps
,
terminal.
It seemed that people were fed partial constructs which
would hopefully result in a whole at point In time.
This generated much frustration in terns of security because
one construct called for the elimination of staff. Could
this happen again? Well, I guess the answer was felt to be
yes I
One thing that Quabbin didn't taste and maybe it should
have and that was any Instance of ’‘pilot" testing. It seemed
that all innovations blanketed in a horizontal fashion. By
that I mean any one innovation touched the entire school.
There was no vertical implementation 'which would constitute
something similar to pilot or trial involvement. Differen-
tiated was the innovation, and it contained a number of
additional innovations within its structure. This entire
concept of D3 was Initiated throughout the total school with-
out the careful analysis of the consequences of such a move.
Supt*i I understand exactly what you're saying. Whole
scale innovating may present a conflict, but I think it's a
kind of conflict that a guy like Dwight Allen could face
when he says, "If you’re going to undertake change » sou mj.gn
as well take a lot of it." You can consume a considerable
amount of energy and- time in the model app^on^h, as^uj-JK
that the model approach is going to lead tne
kind u
voing to
domino effect. You don't know if it's
rer-u.Lv
o. ,
»• i- r\ '’honre in
promote a confidence ana spirit oi c
° J ‘ i !
other ways. I*m not in a position to refute this either, but
very clearly I would accept the premise that the model
approach would take some risk out of change.
BHC: Who learned and what from the Quabbln change
experience?
Supt i x could evade that question by sharing with you
the thoughts who learns what out of any experiences This
is a big question. When do you realize that the experience
you had is really part of learning? I’m not evading the
Issue, but expressing the fundamental belief I have that
applies with what we*ve done, as well a.s what our kids are
doing in the classroom. If learning isn't experiential tv
based, there probably isn't any learning taking place. What
we did was to involve a lot of people in an important exceri
-
ence • If it was more negative than positive, I don't think
we know that as yet.
BHCj What do you feel you personally learned from this
experience with change?
Supt,: I chink the thing that I personally have learned
which I think, is an asset to cur educational system is that
vforthwhi le change somehow has to ce conceived to oe a long
range patient and, yet, a systematic process using manage
-
Bent by objectives. Anyone who deals with change must oe
careful not to be guilty of setting unrealistic targets.
Host of the targets that I set hs-J a short time
limit, but
they wore comprehensive and -leap in
their implications.
This caused p: • > e m s w;hicb I t m facing right now.
Vfnccr. I'm
saying is that if I don’t have a view toward change which is
long range and patient
,
and if 1 had that view four years
ago* would things have been different? I'm really not sure?
BRC s What do you think the faculty has learned from
this?
Suptri There are quite a few people who I think honestly
say that they’ll never be the same, 1 think they mean this
in a positive rather than negative sense. I would conclude
that that we haven't damaged, closed, or restricted any
enthusiasm for continuing inquiry, for looking for alterna-
tives. I think l*a probably in a position to be sensitive
to that, listening to other superintendents complain about
their systems and their problems, Z don’t think it's ratio-
nalization;
amongst our
alternative
Yet, I
healthy to
I really think we have a spirit generally
staff of desire and mission to improve and seek
s through a process of openness and receptivity,
guess, on the other hand, I say it would not be
go about jumping on any old bandwagon that comes
along just to change. If the Quabbin system is involved in
change
,
it 1 s going to have to be legitimate, it's also goi.it,
to have to be real, and above all ifc*s going to have to be
accepted within the system.
3HCs Do you think the Quabbin faculty is mere aware
of scientific management as a process to facilitate c nan
go
and the implications of it?
-.j v,.,--* 1..., '’Yes.*1 This wouldSupt.t 1 would have to ooocxui-, •*-c ~ - * **
I don’t feel that anyone Is very hot about verbalizing about
xt» I would suspect that when you get down Into the essence
of management by objectives they arc knowledgeable In a
supen icial way* They are years ahead of most Decause they
have lived with this process, and yet, If you were to call it
management by objectives, they might not be able to identify
it as such*
BHCs If you were to implement an important but, perhaps
,
controversial innovation at this time, how might you do it?
Supt.: I’m assuming that we’re talking about an innova-
tion that would involve the total faculty, and nor an alter-
native approach to education that may not involve them?
BHC: I’m talking about something which would affect
them personally such as a vast organizational change*
Supt * : For me, there 5 d be no question but what the
objective of the change must be dealt with initially along
with the goals and the purpose of the change,
BHC: How would you involve factity in this?
Supt.; I’d have to start with the people within the
system and deal with that kind of question with them, The
strategy to develop involvement in change, as far as i
! m
concerned, would have to be part of the responsibility of the
people involved » I hope this ooesn't sound. 1j. ",jU .i ^
diction* They must help develop the ground rules and the
ground v;ork or you're facing trouble before you oegin.
BHC: How do you deal with the diverse
ptreoaoxities
and stylus that exist within a staff me ourr? Ihere
are
resistors, exciters, the blase, restraining forces, driving
forces, etc. It all seems rather complex, and, I must say,
frightening*
Supt • i A careful analysis of staff is critical. I
felt from the beginning that I knew the Quabbin staff. I
still feel the same way. It Is difficult for me to conceive
of a professional educator who wouldn't want to be a part
of change if he had some say in it. The key, then, is to
promote involvement. I am presently emcarklr.g on a major
Innovation in career education.
BKC: Beyond involvement, what other components are
essential to aid the implementation of an innovation?
Supt it I believe that an activity matrix or plon is
necessary which net only describes what target you're shoot
ing at but also vihat you've got for ammunition and who's
going to be shooting the gun. But I must also say that I
don’t know that there is any global strategy, I would have
to look specifically at what are we talking about* Are we
thinking about a change that involves learning activities
for kids, or are we seeking a change that is : unciamenta liy
organizational and demands behavioral changes in tne f o
^
u 1 .•
BKC: Let's say, for- instance, we're going to move to
an open concept on the high school level. This would be
drastic and controversial?
Supt . : 1 feel that the strategy to deploy would
depend
on fche nature of the innovation, -and the Initial
reaction I
pet from the staff when confronted with
U. tt>u see, here
It becomes evident that If Innovations grow out of accepted
needs
,
the chances for success will undoubtedly, be better.
BliC j I would like to deal with another component In
the cnange process. What part did outside consultants olay?
Supt. : I think there was a rather Irregular pattern
for outside, consultants. Fundamentally, they were used In
various spots as a catalyst
,
to generate heat. In no sense
were there any outside consultants who were brought in as
recognized resource people* These people had no commitment
to us over a long period of time. They had no responsi bili ty
from beginning to end. When consultants came in they wore
crisis oriented * This is net the way, lit my opinion, you
should use resource people if they're going to be a help to
you.
BKC: Should you have maintained consultants through-
out the total process?
Supt.: Yes, They could have provided some objectivity
and j certainly , needed advise, out tnero _ -were probi-e-.-' — r
..
because the idea of bringing someone in from the outside
can be distasteful to some. There were questions raised
about outsiders with limited knov-rledge of our system trying
to help us. It seemed that some felt that we invited
consultants here to seek their fortunes,
yet., we could have used some long-term consultation
because we weren’t prepared to meet the challenge
of change
alone. I think that we should nave
h<vi someone like Ken
i 1 "j J ,•*, 1 f U! 'j tBltmchuru and i>.*, .u. *»«•*•-
'i* 1 the way through our
3U5
implement at ion phase. Their presence would have Insured our
ability to solve problems* Once again we rind ourselves
dealing with an old notion that the superintendent or the
principal has all the answers. This just isn’t sol I'm
trying to work from the premise that says that administra-
tors today must seek help in all strnges of the change process
unless we are dealing with the Ideal system that welcomes
all and every change. Does such a place exist?
Both Bill Wolf and Ken Blanchard worked with us, but
this was on a very limited basis. This system made its
biggest mistake when it didn’t retain Dr. Blanchard through
the real conflict when ha set the ground work for problem
resolution at the retreat, designed for the purpose by him**
at the hunting lodge in New Hampshrle, Timker Doodle,
This is a problem caught up in the consultant situation
and this concern consultant. Who does he identify with?
Does he identify with the superintendent; is he a consul-
tant; for the superintendent? Does lie Identify himself with
the problem? Is he really an independent part of whatever
we f re doing? I would prefer the latter. We ought to have
someone that can take an objective point of view and re ree
to offer constructive criticism no matter what? I believe
that this type of help goes beyond participative observation
because. It Is outside expertise familiar with change and
the
human dynamics that go along with it.
BKO : Can you possibly evaluate the c.nange
expei .
at Qunbbin in terms of its tctar impact on
the system?
Supt .
:
It*s very difficult for
Q failure. Maybe It’
feel there have been
them disappointments.
me to conceive of it as
s an optimism in me, but 1 think many
x allures.- Somehow, I choose to call
There were not very many as far as
Vm personally concerned. The whole change experience has
to be viewed as a focus on where we’re going, rather than
where we’re been, let people remind me, in very candid
statements
,
that you * ve got to take your history with vou,
and where you've been is also part of where you are.
I think that what is important is that we've got most
of the same resources we started with and these resources
are talents that have grown. I think the potential for the
Quabbin system is great, and this is reinforced by the
enthusiasm we still get from the community, what have we
lost besides a heck of a lot of work and frustration on the
part of management primarily? Some would like to believe
that we're back were we started in 196? * This may appear
to be the situation as seen in our present organizat ional
structure, but this is deceiving, Wa have changed and are
still changing. I think there’s a spirit now which is a
kind of a rebirth, if you want to conceive it as such, in
which kids are optimistic, parents and teachers are opti-
mistic toward the educational climate in vjuaobin* So,
what have we lost? 1 know some people have been hurt but
these are not permanent injuries,
a .-
t
t ’ o >ali sing when X say tnat most people ha. -
galnefi? The people that have left the system, as I
under-
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stand it, feel more comfortable. This would also, bo true
of the people that remained,. I guess the ultimate question
should be, "What is education in business for." The answer
is: "It’s in business to help kids grow in a healthy and
desirable way.” Our system is oriented in this direction,
I think we* re focusing upon people, upon the kids in partic-
ular, and I don*t think we have to take the focus off teachers
in order to focus on kids because they are one. It seem3
to me that what we aspire too cen’t help but lead to the
objective that set the value system for our school. Edu-
cation is a community enterprise not a school enterprise.
I think we 1 re well on the way to making it this, but we have
a long way to go. I think, though, that the change experience
at Quabbin has given the direction that we needed. I guess
the question remains, and I don’t feel I can objectively
answer it, wWhere would we be if we hadn’t attempted change
at Quabbin?
APPENDIX B
TAPED INTERVIEW WITH THE QRTA PRESIDENT
TAPED INTERVIEW WITH THE QRTA PRESIDENT
QRTA President : She Ts currently the reading super-
visor at Quabbin, She is a tenacious lady committed to Pair
play and good education who gained a. leadership role in the
teachers’ association through commitment and concern for what
she felt to be detrimental results from shaky innovations*
In the Barre community she commanded the respect and admira-
tion for her honesty and endeavor to help others. She came
to Quabbin in its first year.
Like many of the teachers, who came out of the old
system, she had received an intensive evaluation before being
accepted as a member of the Quabbin faculty. There was also
an initial dispute concerning her degree status which influ-
enced her position on the salary scale. It would be fair
to say that instances like hers bred a certain amount of
malcontent before Quabbin ever opened its doors,
BHC: There are numerous places that we could begin,
but I imagine that the best would be to begin with your role
as a teacher within the Quablri r* system during the perwcd of
change and innovation,,
QRTA Pres, i I was 8 t.oaohei* who came to Quaooin u?giu
under a dark cloud as did all former Barre, teachers,
taught 7 yours locally and had good rapport with parents
and
former students. Because of a forced situation in mat cur
3?o
principal felt to be loyal we could not talk about school
things outside . I was a teacher who was powerless to change
anything in Quabbin, but a teacher who felt that students
were not receiving the education which oarents had expected
this school to provide for then* I was also a teacher who
as a taxpayer resented the fact that my tax money and that
of other taxpayers was being spent by educators who "knew"
(and KNEW is .in quotes ) what the community wanted without
allowing parents or taxpayers to enter the building: This
is an expression: enter the building. In other words, they
did net want them involved: they did not want them asking
questions, or making suggestions about educational policy
or the education climate of the school.
BHCs It is, then, your opinion that the administration
at; Quabbin ran a- rather closed system?
QBTA Pres*: Absolutely* The princiual , in particular,
resented parents asking any questions, coming in to check
on anything, or going to school committee meetings to raise
Mly question about their children, or general
school policy.
BHC: Was this a general feeling of ail asministry ^1 s
as well as school committee people?
QRTA pres.: It was more the principal who felt this
way. The superintendent ana school commit-
•-•-e A
did very little about any complaints or
suggestions.
BHC: Would you discuss your involvement
with the QRTA.
and perhaps tails about your role as on c
organization began to take a stand with re
gar
officer and how thaV, ... t
a d to issues at
Quabbln?
3*1
QHTA Pres,; I think that the QRTA’s stand Is one ques-
tion that we can touch on later* As far as being elected
QRTA President, I was brought on at the end of the school
^
ear which oar trouoles started, There weren’t many
around who really wanted the Job, and I felt obligated to
set involved,
I was elected for various reasons. First I think I
was elected because the members of the QRTA felt they could
trust me since I had no designs on an administrative posi-
tion. Many of' the members were afraid that if they became
presidents they might be blackballed by the adminstrat ion,
and they didn’t feel they could afford to be put in that
position since they had to earn a living to support a family.
There were not many at that time who were on tenure, who
were not in an administrative position, so I think that I
was elected, as I have said, because I had no ambition to
an administrative position* 3 could not be blackmailed as
I did not have to work for a living, I could have taken an
early retirement if things got too tough. For these reasons
I fed I was elected. The members didn’t know exactly what
I could or could not do, but 1 did servo notice on the
adminstrat ion and all concerned that J was a mouthpiece -or
the QRTA, but I was not the QRTA by myself. I would defend
teachers rights, but I also would express what they wanted
expressed
.
pjHC: What wan the faculty
1 s or show .w i f y i
feeling about educational change and innovation?
QRTA Pres fc ; I think teachers are constantly seeking
and promoting educational change and Innovation to meet the
need of students and the expectations of our society. They
resist change and innovation when it seems to have no logical
basis or if they don’t understand the reason for the change
or if they feel the changes won't be viise or beneficial to
students,. I think they put the students ahead of their ovrn
personal well being as far as innovations and changes are
concerned*
BHC: 'Were any changes and innovations at Quabbin
teacher-initiated?
QRTA Pres,: Not really. The LC. structure and guidance
plan were certainly not teacher-initiated.
BHC: Differentiated staffing was a global innovation.
*
Was that teacher -Initiated?
QRTA Pres.: No!
BHC: Who or what was responsible for the changes that
c ame ?
QRTA Pres.: I would say the superintendent.
BHC i How was he perceived by the staff?
QRTA Pres.: He was seen as the person directly
rector--'
slblo for changes at Quabbin.
BHC: Were there other changes or
innovations going on
in the school?
QRTA Pres * : Yes, I would say there
were and many of
for the. good of the students. 1
or
them wore
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the English department they had gone to semester elective
courses, social studies were writing objectives, course
outlines, and new courses were
-being included which would
meet the needs ol students and state requirements* Every
department seemed to be happy and innovative for the good of
the students without this overall change, differentiated
staffing, which came from the top.
BHCs Did the faculty play any part In determining what
changes were to be implemented?
QRTA Fres.: No!
BHC: What you are saying, then, is that the faculty
was involved with instructional innovation while the super-
intendent was responsible for organizational changes?
QETA Pres.; Yes, with the blessing of the school
committee, which, at that time functioned as a rubber stamp.
BHC; Being a long-standing member of the community
in good repute, did you feel that the changes being promoted
were in fact in line with your perception of what the commu-
nity wanted and needed for its school?
QETA pres.: No, 1 did not. I had the feeling that the
superintendent had been reading of new educational concepts
and was trying to implement t
public to the extent tnat it
what was to be developed. I
hese here without notifying the
could understand and conceive
felt he wanted to try an
e x re r 1 men t here.
pwc ; Was It your opinion that Quabbin students were
guinea pigs?
\ih
QRTA Pres,: Yes, It was,
BHC : What did the community have for expectations for
Quabbin, keeping in mind that the regional high school was
a long time in coming?
QRTA Pres,: The people of the community were concerned
about the education of their students, and their students
being able to compete with students from other communities
both in schooling, if they went on to school, or 5n getting
%jobs. Through the school they wanted tc provide the best
possible education so that their children could go out and
compete on even terms with those of other communities in
every respect.
BHC s The superintendent was brought into Quabbin
because he was regarded as an innovative individual and was
seen as a change agent who could oring good, conc-smrorar\
educational practices into the system. Do you think that
this was the reason he was hired?
QRTA Pres.: It may well have been as I learned mysoli
within the past year, but this was not known in the commu-
nity.- Also-, it was net. known to the faculty, the change
that he made seemed to be on his cvrn.
BHC: Evidently, the school committee supported this
behavior*
GUTA Pres. : As I said before , school
ooaalttee sealer
more or less rubber stamped decisions or
recommendations o;
the superintendent without really. k»wl»S
«hr.t it would
involve
.
BHC: Was this behavior on the part of the school
committee typical? What I mean to say, is It possible (or
the school committee to appear any way but a rubber stamp?
QKTa Pres.; Well, It's been my personal feeling that
many of the members were not familiar with education and
knew nothing aoout innovative, educational concepts. They
did not want to lose face by admitting they did not know.
AloO
,
ii- may.be that tne superintendent presented things
in such R way that his ideas sounded very good* sure
the school committee didn’t rubber stamp things with the
intent of doing any harm either to the taxpayer or the
students at the school.
BHC: How did the faculty respond to the change atmo-
sphere?
QRTA Fres.i Rumors of change and release of teachers
had a very demoralizing affect on the faculty. It made
them feel uncertain as to their own security. Also, the
learning coordinator set up created a feeling that there had
been a double-cross and resentment resulted. There was the
feeling that only former buddies or brown-noses of the
administration could advance and that these so-called buddies
and brown-noses rose over the bodies of their former faculty
peers* These people were strong administrative backers, and,
then, for awhile some of them sought faculty favor since thoj
were smart enough to see that without 1 acuity caching nothin
would happen. Some learning coordinators waivsred back and
forth between backing the ad minis craticn and tnen
the 1 acuity which created even more chao* and mistrust. It
reached a point where no one trusted anyone else, students
and community sensed the faculty chaos, mistrust and resent-
ment, and
,
in turn
,
tms upset them. Many teachers and some
LC * s left, and, I feel, that the final result was that edu-
cational standards dropped drastically.
The guidance counselors, for instances were teachers
who were appointed to the role of teacher/counselors, and
they felt untrained to meet the need of students in guidance.
Their teaching suffered as a result of the time and effort
they put into guidance. Study hall supervision was added
in addition to guidance duties* At this point it became
Just too much. When the school committee and the QRTA could
not negotiate sufficiently to secure a new contract, the
teachers felt that the time had come for them to air their
grievances to the public 3nd to express their concern and
worries to the parents of the students who attend this
school*
BHC: Would you say that the teacher/counselor and the
learning coordinator concepts fell under the blanket of
“d i f ferentdated s t aff 1 ng !l ?
QPM’A Pres.: I feel that the original concept of differ-
entiated staffing has been in the superintendent ‘s &ina 1 - c -
the very beginning of his term of of a ico here, in his op-
n-
in" c< Deach to teachers on the day he welcomed us, the
fi-*c-
day we saw him, differentiated staffing vms mentioned..
mitra
the training money was lost or I should say
when the tavern-
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ment project was not accepted for funding, he tried to inno-
vate through force *
As a result, he acre or' less played It by ear, depend-
ing on the reaction he was getting form the community and
from the faculty and perhaps from some of the administrators,
too, so that nothing was consistent. D3 would start In one
direction, and then it would go off In another, and then In
another, so that there was no apparent planned course of
action that the superintendent followed. This approach
created even more problems.
s how would you describe this kind of change? Was
it perceived as chaos?
QRTA Pres.: Mo.
BHC : What, then?
QRTA Pr-es 0 : I would have to say, change for the sake
of change *
BHC: Is it a general feeling that adequate funding
could have helped to aviod the conflict that ensued?
QRTA Pres «. j Perhaps in a way it would have helped had
a training period been provided and release time for teachers
to have extra time for these things. Also, it * s possible,
too, that with the adequate training teachers might net have
been quite so disturbed about taking on guidance and study
hall responsibilities. But, I don’t think all of the prob-
lems would have been solved. X think the method by which
LC*s were selected and the selection of the particular
teachers to be released, created a very bad situation as
far as morale was concerned, with the teachers
3HS
BhC: This might be an appropriate time for me to ask
what Important characteristic's should planned change have
from your perspective?
QRTA pres*: I believe, for one thing, that there should
be a definite need which is very apparent for change. Also,
j. believe because we are a series of small communities that
make up this region, we cannot affort to experiment too much.
We should first see what in the line of change Is desired
and where it may have worked somewhere else.
BHC: Were the innovations at Quabbin an out growth of
need?
QRTA Pres*: To my knowledge, and, I have asked repeatedly
if there was a needs assessment
,
and the only one that I have
been told was that the superintendent became aware of the
fact that the budget was too high, I feel that he decided
how the budget should be cut rather than involving the
community or parents in determining the priorities that they
may have preferred and. the elimination of those which they
did. not consider priorities.. He set his own priorities,
&nd in asking him what needs assessment that he took, he
hhs never told me » fie may nave sent out a cpj.es --iomane
and received half a dozen answers end cons iderea thi^ i ic-
needs assessment.
there more that you would care to add to thisBHC *. Is
quests on?
QRTA Pres-.: Again, 1 feel, tnat tnerv s..ou.,^ be
a
3r?
search made to find similar concepts that have been tried
somewhere before vre get Involved, or at least a pilot pro-
gram should be the limit of innovation* \ ma,Jor organiza-
tional change Is frightening, confusing, and threatening.
BHC : Are you saying that you should go out and search
for programs that meet the needs that have been set?
QRTA Pres.: Yes. Perhaps you may also find them being
used In the same type of community.
BHC: Where does the development of a model come into
play in change? It seemed to me that there was a great
concern at Quabbin for someone to come forth with the master
plan.
QRTA Pres.: There were no models; there wasn't a master
plan that I knew about.
BHC: Is it your opinion that model building or simulat-
ing are important either for direction or information about
change
?
QKTA Pres.s Yes, I do.
BHC: Was there:: anything particularly disturbing acout
the change process?
QRTA Pres.: Well, in particular, it seemed that when
a problem arose with a change that had been initiated,
another change was initiated to throw people off
balance
and to keep them from questioning. It seemed
that tne x a
was always something new added to take up
attention or
withdraw teachers focus V-
BHC; Could this situation be the
result of a poor
3^0
communication system?
QRTA Pres,: Yes, There was a great deal of talking
going on, but I'm not sure anyone did any listening.
BHC : Did you have much interaction with the super-
intendent?
QRTA Pres.: He constantly asked for feedback from the
faculty, and for a long while he constantly received feed-
back, but he completely Ignored it. This seemed to be bin
way of pacifying the frustrations of teachers over things
that weren't going well. He looked for suggestions and
recommendations on how things might be improved, but none
of our recommendations or suggestions were accepted or imple-
mented. It just seemed as though we would talk, and he would
act as if we never communicated. All decisions were top
down*
.
BKC: Would you discuss the superintendent's style of
management as a change exciter or change agent?
QRTA Pres, : At first he gave the impression that he
was warm, concerned, and a good listener. He wanted to give
this appearance, and he constantly talked witn teachers an-
ask for committee reports. Also, he me t long hours with
teachers, and, for awhile, they ware convinced that some-
thing would come of all these meetings and hours of work
and research. However, the information they
presented to
the super lntendent was never used, so after awnlie ,
s
lost interest in even meeting witn nim.
BHC; Would you elaborate a bit more on
the initial
impression the teachers had of the superintendent?
QRTA Fres.; Well, he sounded very Idealistic; he was
a very hard worker; he made a very good impression; and he
seemed very concerned about the happiness of each Individual
teacher and with helping him advance in his teaching. Also,
he promoted positive thinking about advancement in salary
and position. I would have to say that he seemed to be a
very dedicated educator « But as time went on, J think most
people liked him as they met him. He was a very easy person
to talk with, but after a time most lost faith in what he
said
»
BHC s Why?
QRTA Fres.: Because he did not carry through with
anything that he seemed to say he was going to do.
BHC? He was a good listener but that 4 s as far as it
went?
QRTA Pres ; Yes, and a smooth talker. He used a lot
of language, educational lingo, which after awhile was even
beyond most of us who considered ourselves educators, too.
BHC: The superintendent did, initially, spend quite
some and energy preparing materials and articles to be
purused by the staff for a number of reasons. These were
documents that addressed themselves to new approaches to
education such as differentiated staffing. What was the
resonse to this move o r. h 1 s p ax t
?
QRTA Fre s . *. Well, people got fed up with the mounds o:
paper that came covin. All the ditto and phoccs -..utio copies
v*>
of things were ignored for the most part.
BHo : Jo you think that this was one way for him to
communicate to the t acuity what he wanted to bring forth
in terms of changes or was he setting up alternatives to be
considered as innovations?
QRTA Pres.: To teachers this move became so ridiculous.
They did not have time to read the reams of things that he
did. Besides
,
the subject varied, it might be cn one subject
one day, and another subject another say. I have talked
with him at length, when things were going better than they
did for a couple of years, and supposedly his idea in send-
ing this down was to keep teachers up to date with things.
He felt that, perhaps, through reading this material they
would become innovative. But it reached a point of being
ridiculous after awhile when the stuff was just thrown out,
and the language was such that by the time- you read through
it you weren't sure of what it said.
BKC: What was. the behavior of principal during this
change period?
Q3TA Pres.: The principal was always a very reserved
individual f although he seemed very uneasy at all times,
certainly not a relaxed « He seemed dedicated, worked nar_ ,
and seemed to be very concerned about the school function-
well. But he had very poor relationship witn the
could not talk with many Individual
ing
faculty In that he
fa"'
of people , avid h
culty memt-ers or the faculty as a S™uo.
He was suspiclo-
. ns' Oar as QP.TA nee tin
n d , n e was nou-coota.-.-tl
-
-
were concerned. He could make no exception If someone had
an emergency
,
and he questioned at great length before he
allowed you to go, or leave early. This made you feel at
all times as though he were checking on you, not trusting
you. Somehow he was not able to create a feeling of rood
rapport with the faculty.
BHC: Did the principal have the same inclination for
change that the superintendent exhibited?
QRTA Pres.: Not in the set-up that we had here at
Quabbin.
BHCj Why? What do you mean when you say the set-up
we had here?
QRTA Pres: With the particular superintendent that
we had, the principal was constantly put in the background.
The more pleasing personality of the superintendent over-
powered his image. I feel sometimes that he was not 3n
sympathy with the concepts that were being implemented by
the superintendent . or that he was not being asked to play
an important role in the implementation of innovations at
the school.
BrIC: Did there appear to be a conflict between the
role of the principal and that of the superintendent?
QRTA Pres.: Yes, the superintendent did not lot the
principal run the school. He constantly interferred, ihe^
had two very different personalities ana, perhaps, philos-
ophies of education. There was a
the philosophies of the two men.
constant conflict between
But the principal was always
v>»
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In the shade of the superintendent,
BHC : What action was contemplated by the Q'dTA to meet
the situation before it?
QRTA Pres,: When teachers returned in the fall of
71 and found that they had no choice in that they were
going: to be teacher/conselors and would have t;o take on
study halls in addition tc larger classes, they were shocked.
This was especially true because they left in the spring with
the result of a previous grievance on guidance, it was there
opinion that the school committee would nc longer allow the
issue to be forced. To come back in the fall to find there
was no alternative and that we were going to do it or we
’would be up for insubordination and possibly fired, was too
much. At that time the teachers felt that they had to take
a stand. It took awhile
,
but as time went on, a month or
so, they became more and more convinced that things could
not go on as before* We were being forced to do things
which we felt were wrong because the school committee,
principal, and superintendent told us we had no contract
which said we had no say in the matter*
bKC; What do you mean when you say things were wrong?
QETA Pres . s We were having to be teacher/counselors
which was assuming that every teacher could, be a counselor*
I know that not every teacher is able to counsel because
n.os t arc inadequately trained to do this i o •
BHC: What were some of the -problems tnat developed
to
convince teachers that they were not up to ta.r.e
XL*
-'c ?
counselor role, also?
QATA Pie.T* One was that each teacher had approximately
25 counselees who had different free or study periods than the
teacher,
.
If counseling was desired, quite often students
had to oe called out of class. Teachers were exoected to
see every one of their counselees each narking period* Also,
the teachers with upper classmen were expected to help them
with their future plans. Many teachers had little or no
acquaintance with scholarship information and college place-
ment, Colleges were not very cooperative In some instances
because they were getting calls from numerous teachers about
students entering when normally these calls go through one
person, or one department which is the guidance department#
Teachers were not that familiar with parents and many
families did not live in the Barre community# Parents were
not cooperative in coming in to see teachers. It took so
much time to do the paper work which we were told we had to
do* To make matters worse the superintendent said that we
could be liable for suit for information or notation which
we put down on student forms# We were told by the principal
we had to do It, or it would be reflected in our evaluation*
So the whole set-up just seemed wrong to teachers. We
felt that guidance was a part of teaching and when one ai ,
or one concept of teaching is segregated out v- .e n
-
-
concepts covered under the word “teaching-' and emphasized,
it would seem as though the other concepts or
the art of
teaching were being relegated to the background
BHC: Who was in change of the guidance program during
this period?
^RTA }>res ‘ ; DurlRS this period the guidance counselors
having been dismissed at the end of the previous school year,
the principal was supposed to function as the head of the
teacher/counselor system. This seemed to be the only innova-
ticn that he personally 'backed,
BHC: Sc grievances were filed?
QHTA Pres : Yes, they v?ere filed on the basis that
teacners were being compelled to perform a function which
was in direct violation cf cur former contract*
BHC: At tnis tine you were not working under any con-
tract at all?
QHTA Fees*: No.
BHC; was it the feeling that the conditions of the old
contract were still in force?
Q3TA Pres.: It worked two ways* Vie were told hi' the
administration that if they wished us to do something that
was covered by the previous contract we had to do it. For
instance, if they wanted us to come to a night meeting, the
previous contract stipulated two night meetings a year, the
administration felt it could call a meeting because previous
practice becomes present practice without a contract. How-
ever, when teachers and the QHTA protested additional duties
of those thing" for which they were not qualified, they
were told they did not have any grounds to complain --cau.n
there was no contract * Therefore, with the lack cl continent
in the adnlnls tration, the LG concept, and havin • to become
teacher/counselors when v:e were not prepared, the v.-.rA felt
that the superintendent was the initiator of these changes,
ana they gave him a unanimous "no confidence" vote as an
educator because of the policies that he v:as procot in? and
the ways in which he was implementing those policies.
From here the QRTA filed many grievance after grievances.
We went to the labor board to ask for a hearing, and we, also,
went to the press. We felt that the educational climate had
deteriorated to such an extent here in this school that we
owed it to the parents and the students to notify them of the
conditions as they existed.
BKC: Was the "no confidence'* vote and the use of the
press effective in your desire to better the educational
climate?
QHTA Pres.: Yes, because we tried not to do a char-
mc: others from th
/s a result there
r. or.::' i 1 1e o and fr o ;i
in that the school committee vrished to talk with members of
the QRTA to find out what problems they felt should be
corrected • They did listen; ‘they didn't .•just hear us and
forget it * They investigated and found that some of the
problems we were concerned about were in fact problems which
they themselves were concerned about, and they did try to
work with us as we did with them*
BHC : Did the public have any data beyond the teachers’
feelings as they were vented in' the press?
QHTA Pres*: Yes, the parents' group did do a great deal
of work* They came in the school and talked with students.
Also, they ran surveys in the communities to substantiate
the things they had heard. As a result of this it was found
that the concept of teachers/counselor was one of the things
which everybody objected to. It vras also discovered there
was a great deal of mistrust and lack of communication
between the administrators, the faculty, and the students.
It seemed that the. entire educational climate at Quabbin was
in & deteriorated state.
EHCs Was there a feeling by some that the QHTA was
using the classroom to poison the minds of the stuoents
against the administration and many of the Innovations that
had been iiaplettentatcd?
QHTA pres. I have never felt that teachers as. a whole
did this* I think that students talked with
perhaps youngsters
of school cwnittM people and with children of
teachers.
. i
a a came not from
Host of the Information that
stua-i.uS >—> -
*
V*>
Id did seen, unfertu-
teachers but through other sources. o
nately, that children of school committee members talked
freely about what went on at. school committee meetings,
and I would assume that teachers in talking with their families
might have discussed their concerns and their problems at
school and why they were upset. Their children didn’t real-
ize they shouidn* t talii about these things to their play-
mates.
I will not say that no teacher talked In their class-
rooms, but I dc feel that the majority of the classroom
teachers would never talk about such things in their class-
rooms .
• BKC % Did the student body react in any way to the
state of affairs in the school as you describe them?
QRTA Pres.: There was a strike which seemed at first
to be against the cafeteria. Students felt that they should
have, perhaps
,
a more varied menu, more, and larger servings.
It turned out to be, according to later information from
student notices, that the boycotte of the cafeteria was to
g&in attention and concern for the educational climate and
the guidance situation. Also, students felt that teachers
were not teaching as well as they could, and should because
they were upset over the conditions that exxstec here*
BHCs Was there any alternative other than open conflict
with the super in tendent and the school committee ?
OR?/* Pres.? ho, because for a year and a. hall nc.iv.h~r
the superintendent c” school committed would listen
to
3f ^
teacher concerns and grievances,
BHC : Why wouldn’t they listen?
lies,: We were told one 1 1 me at a negotiating
sessxon i»h&t 1: we didn’t like it we could get out# In other
words, you aid what you were told with no questions asked or
got out. This seemed to be the idea that we were to do
what we were told and we had no right to question,
BHC? What was the school committee’s reaction to the
QRTA?
QRTA Fres,j At one tine there was a very healthy
relationship. That was before the innovations. When we
hit the negotiating table to work on a new contract we were
told that the committee could take away all our sick leave,
our insurance coverage. They expressed the feeling that
they could stop all benefits causing us to earn only our
salaries and we would work the hours they prescribed,
BHC; What was that negotiating experience like in
terms of the feeling and actions that evolved out of it?
qrTA Pres,: From the eessicr.s teachers felt that the
superintendent was against them, and he frankly admitted
that he was. It bothered him that they did not want to
supervise study halls, become teacher/counselors, and that
they did want more money. Actually our salary scale was
much below the average around here. Then the pressure from
the superintendent and school committee became real. They
viere going to use us in any way they desired,
BHC; Did the -superintendent negotiate
with the teachs
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on benaif of the school committee?
QRTA Pres,*. He talked, and he did negotiate. Also,
he called the caucuses. The
-school committee at times would
seem to be amenable to certain conditions, and he would call
for a caucus. They would return to the table and renege on
what they had said previously.
We approached the school committee and the superinten-
dent in the spring because we felt that the LC concept had
violated the intent of the original intent of our contract.
We felt that we should negotiate for the LC’s.
BHC:
,
Was it the intent of the superintendent to dictate
his own contract? Did he listen to the complaints of the
QRTA?
QRTA Pres.: Listened, but ignored them. Re listened
faithfully, but nothing ever came of it. Many teachers
felt that he had lied to them. I know for a fact he did to
me. I can give you an example. After the grievance had
been settled on guidance in the spring, the school committee
said we would rot have to do guidance. On our individual
salary contract was a statement that teachers would do guid-
ance only if they chose to do it. I asked him about this,
and he told me he meant that if a teacher did not want to
do guidance he would not have to. In the fall at a meeting
he requested with the executive committee, I asked him about
this, and he told me he didn’t like people putting words in
his south. I told him 1 didn't like being aacused of being
a liar either
BHC : This hurt relationships?
QRTA Pres.: Yes. I cannot quote the examples now,
but ethers told me they had specific facts to prove that he
had licid to them. When the superintendent sat at the nego-
tiating table he did not make teachers dislike or mistrust,
the harm had already been done before negotiations had begun,
BHC: Did most teachers share in this opinion of the
superintendent, that he v:us basically "ant 1-teacher *'
?
QRTA Pres.: 1 would say that the majority did. There
are always those within an association who would not come
out and say it. But I think the majority felt this way exce
those who were out to butter their own bread.
BHC: When the vote of no confidence was taken,
there a majority of the QRTA in attendance?
was
QRTA Pres :es There were forty some odd members
present, and the vote was unanimous,
BHC: How large was the QRTA membership at this time?
QRTA Pres.: I would say about 5 2 cr 5^* Some of the
staff were nob members at the time; they had come on later
in the year.
BHC: Were there LC’s at this meeting who shared in
the vote of no confidence?
QRTA Pres.: Yes. I guess I would have to say ,nere
were some LG's there who surprised me very muon in
that
they voted for the no confidence. I did net
expect it to
be unanimous.
n;'/ the mint of th- ro to of no confidence
the superintendent, what was the environment like both Inside
and outside of the school?
Q>4xA ries.: At that time the parents* group had not
been formed* In fact, if anything, we seemed to be firhtin?
a loosing battle, I did feel that even those LC*s who were
backing the administration were not sold on its Innovations.
They were benefiting from them, but they were not sold on
them, or the method by which they were ‘being implemented.
BKC: Was there anything positive associated with the
changes that went on?
QRTA Pres.: I feel they did do something positive.
They made us all consider our* own philosophy of teaching,
and I think they made us more aware of being able to help
students than we were before, not to the extent of being a
guidance person, but rather along the lines of becoming
more sensitive to student needs. Many teachers grew in
this respect. Also, the struggle brought teachers closer
together 6
BHC
:
Is it your opinion that teachers .e arned any thin
about change and change process from this experience?
QRTA pres.; Yes, ’When teachers think of doing some-
thing different in the classroom, at least those of us who
went through this, are a little more aware of talking things
over with students, getting their ideas, working with then,
and getting their cooperat ion before we do unaertake cnangc
.
BHC: What was the more destructive blow dealt
Quabo^n
from this experience in your opinion?
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QufA Pres,: I would say that students* education
suffei ed drastically
. I think, too, the community, students
and the teachers will long be suspicious of changes being
implemented at Quabbln. I think this Is a condition which
any administration at Quabbln is going to have to v?ork under
for a long time to come,
3HC 5 What old the change process lack that made it so
ineffectual ? i knew you have touched on many points related
to this already, but maybe you can summarize,
QRTA Pres,? I think in the first place, the parents
had no say. Administrators felt they knew what should be
done without consulting parents whose children they vie re
responsible for, I think the entire change without any
master plan which parents could see or talk about. Parents
were past not consulted cr encouraged to enquire. The change
was something that was implemented, and it just had to go
through that way. It couldn*t be changed at all, in process.
There were many good points about some of the things that
were tried, but if one part of it didn’t work, if you ques-
tioned it-, you were against it. >:ou couldn’t suggest that
certain parts be changed. It was so inflexible,
BHC: It would appear, then, that complete adoption
without adaptation was the manner implementation?
QRTA Pres,; No. It seemed as though each problem
brought on a new change. There was a constant series of
changes with no evaluation of the previous one. It
seemea
•to most of us, who didn’t have any say, that new
changes
followed old problems, and we were told to behave differently
without knowing why. This was now the case; forget yesterday.
V* 9 never knew why we were to forget because we had no evalu-
ation of what had gone wrong.
BHC ; There were changes that had hand postlve elements,
out c-ho positive elements were killed because of the unwill-
ingness of the administration to modify the changes to make
them better?
QHTA pres.,: Yes. If there had been an evaluation,
the good may have been salvaged, and, then, perhaps adding
on to the good,' we might have come out with very good results,
rather than the results which we did end up with.
BHC: How might these changes have been evaluated?
QRTA Pres.: Well, student achievement could have been
tested quite easily. Sven the effectiveness of teacher/
counselors could have been assessed if somebody had wanted
to do it. I think teacher feelings and perceptions is
pretty valid for information.
I think if we had surveys of parents, students, faculty,
and honest, heart-to-heart talks with each other, good give
and take rather than the feeling that it was wrong to ques-
tion, things might have been d liferent. Communication w a ;>
very bad here. In fact it reached a point whore teach^xs
would sometimes agree to something because ot jsp. i oi Aieu
Job, but go to a QHTA meeting and come out with an exactly
oposlte opinion behind the safety of the QHTA.
BHC: If Quabbin were to e xeerienee tne.
effect, of a new
change agent, how should that person work within the system
V
What words of wisdom would you give that Individual?
QnT.n I think, first, he would have to come to
know the communities, realize their hopes, fears, and expecta-
tions of the parents. This is not an easy Job, but I think
this is the first thing any person, if they’re from the out-
side, must do oc-cause you cannot implement change unless .you
know what the community expects. Then I would say, that work-
ing with parents and getting down to everyday language,
explaining how you proposed to implement a change and the
reasons for it, would have to be dealt with. Also, what
are the results that could be hoped for to come out cf the
change, and how would you evaluate, again, using the parents,
students, faculty, and perhaps, tests to see whether or not
the results had been accomplished. This approach would be
much more successful in implementing change
„
BHC: What personal characteristics should the agent
have ?
QHTA pros.: I think he has tc be a good manager. He
has to be someone who can listen and who can analyze what is
said to him. Also, he must be very sensitive to the commu-
nity climate and who will be able to say if something is
wrong that it didn’t work. -At that point, try sonetaing
else rather than keep going on something that isn't good,
cr to make changes without being honest end open as to why
Cot this
the new changes are being made. It is important fc*
person have confidence in himself and his ability
to be
able to change his behavior and Ideas when need be.
BHC ! How did you respond to outside consultants?
More than one was brought in -on a limited basis to help nt
contain points in the change process.
QriiA Pres.: Weil, the first few who came was rood and
we enjoyed him. But nobody knew why they were here. They
were just interesting people to listen to. Then, when we
heard they cost several thousands of dollars, I think most
teachers felt they could have used that money more effec-
tively in the classroom. We didn't need to have an outsider
from California to tell us what to do. It reached a point
where teachers felt that outsiders were brought in to try
to push through reform. We had one instance where a man was
to come in to listen to teachers and
based cr. what he found out from teac.
decisions would
hers. Well, he
out, and he agreed with us. But the administration
listen to his recommendation. He came to help with
guidance problem, but only teachers worked with him.
left and that was that.
founi
d 1 .1 rl tu X J. i i
tr.e
He
BHC
:
What about, the Timber Doodle retreat? Was this
move to bring the faculty
mi t tee together under the
third party of any valve?
admini s trat ion , and school
direction of disinterested,
com-
QBTA Pres.: Well, I went to Timber Doodle by accident
because at the time the plans were made I was not president
, , .. v, a V.-I.V. .that the president of
of the QRTA, and it had been aevi^- ^ y
,
_ v, . •. aw t.c happened to oe holding tne
the QI1TA was going because an. ^
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presidency, Iv could be said that the teachers were repre-
sented through the president of the QHTA, but In the mean-
tj.r.i&5 irora the point when the plans were oria-inally made
until the weekend at Timber Doodle, there was a change in
the presidency
, I didndt know how to get cut of it, so I
vzent
,
and, I think, because I went the female member of the
scnool committee went also. In addition, once the tide got
started for wemen to go, we were allowed another representa-
tive. I think this was at the suggestion of Dr. Blanchard.
He made the suggestion that we invite teacher representatives
.
So we did have teachers go.
I honestly felt- that they wanted the truth about exactly
how we felt. I was very candid and I did a great deal of
soul-searching there* J. honestly expressed what I felt
within myself with the feeling that it would be taken in that
spirit. We viere asked at the end for some recommendations,
I suggested that we go back to the department structure.
I found out later I was practically blackballed for that.
It was not a recommendation, it was more or less idle think-
ing, and it was to the effect that the last peace we had had
this structure, While so much water
m from that time to the point of Timber
Doodle that we could never fully go back, would it be worth
considering? I brought this out to the group lor their
consideration, not that i was promoting out merely c.o
a suggestion. Later, I learned that the .U; ' s X was
threatening their position by this suggestion.
,
at. Quabbin was unde
had gene under the
BHC : • Yet, it was not long after that the system did r-.o
back to the departmentalisation,
fA Pres, : I know that
,
but it wa3 Just a suggestion
for their consideration. I didn't even know if it v:as the
right thing or not, I felt that it was not something that
I had to decide, but a group should consider it, and we were
considering other people's suggestions, I felt as though
I had been landed on by a ton of bricks,
3HCj It was a hot session, I remember it well,
QRTA Pres , : You know, it really took my feet right out
from under me because I did not mean it as a threat, but
merely as a suggestion for considerat icn*
BHCs Did you think there was any value in the counter
-session at Timber Doodle? Also, would it have been more
effective if Dr, Blanchard had been given the opportunity
to follow this session up with other meetings?
QRTA Pres.: Yes, I think the situation here would
have been resolved much more rapidly had he been able to
come in. Again, there was never any follow-up to anything.
Timber Doodle was a start,
BHC: I raise this question because it. is unfortunate
and unfair to bring in a consultant and give him limited
access
»
QRTA Pres,:
come back and talk
had done any good,
when we all said >
It was my understanding
with each of us to see
Vie left m good faith,
:> were going to do comet
that he was to
if. we felt thi
At the end
,
king positive
when we get bacx, we really felt whatever we cald at that
time we would do. But the farther we got away from Timber
Doodle, the more each of us realized that what we experienced
there was not going to carry over. The nearer we got to
Quabbin, the more we knew things would not change.
Perhaps the most important aspect of a change orocess
or innovation tria> Is having someone cn the staff who has
the credibility to monitor the going on. What I mean is a
person who not only reveals trouble spots and good things
,
but a person who can effect change himself. That person
cannot be the superintendent. You came close to this part,
but nobody listened. There are quite a few people on our
staff who could do this.
BBC: The role your talking about is what has been
termed a “participant observer.” This person could func-
tion as a member of the organization while also monitoring
its behavior „ Hopefully, he could allow for "in-flight"
corrections, one of the things that disturbed you, in
particular, about the Quabbin change process,
QHTA Pres « : I think we had a small number of “partic-
ipant observers,'* but they were merely tolerated.
BHC : From my point of view, this is a function that
the superintendent allowed me to play to a limited extent,
and that was the problem. I was only allowed to i unction in
this way.
QHTA pros.: We had problems that we could have corrected
ourselves ’ without all Urc conflict, but without invoive.no.nt
,
w
3*1
and. In particular, communication this will not happen. You
know, in a way a "participant observer" could do a great
deal for a system If he or she ;.s the right person or maybe
persons. We should have given this idea more thought before.
BHCj What did happen after the retreat?
QRTA Pres * s Things get hotter. All of us, I did
X think others did to, laid their souls there ato it how
the/ i e 1 c * • I thinx some peopie learned how others truly
felt, they used that as a weapon.
BHCj Do you think Quabbin has grown from this experi-
ence?
QRTA Pres, i Yes, I do. I feel, and I have felt from
the very beginning, that the set-up as Quabbin opened, the
philosophy of the people here within the faculty and admin-
is tration, was such that there had to be a breakdown and a
build up again. I do not blame the individuals who were here.
I think they came in, through no fault of their own, with
false understanding of what the community expected, I do
not blame them; T feel sorry for the things that happened
to many people who came here with high expectations. I
think they were allowed to develop these expectations
because they were given information- by people who did not
know the community and the expectations of it.
SKC: Do you think that the administration after having
undergone this conflict is going to iunc~j.cn d 1 cn^ry
than it has before?
QRTA Pres * : Well, it year But the
y* Y>
x a.L . . I--.—
you get away from the conflict and the longer the people are
in administration* the leas they will remember when they
were teachers, and how teacher3 feel. This i 3 bound to
happen. We do forget the same as when we grow up. We
forget exactly how we felt as youngsters, and we seldom take
the time to think how you felt when you were 14 or when you
first fell in love. We do not stop and think because the
day-to-day demands don’t give us time to think. Adminis-
trators, in particular, and I don*t mean this in a snide
way, forget too quickly as they get farther and farther
aviay from an old conflict, the reasons for it, and how the
everyday teachers feel, I think this is bound to happen.
BHC: Let’s hope that it doesn’t.
QRTA Pres,; I hope it doesn’t, either, but I think
it’s almost inevitable.
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TAPED INTERVIEW WITH A QUABBIN REGIONAL SCHOOL DISTRICT
COMMITTEEMAN .
OTar '1 i t
I
e g Member ; He is a member of both the
Quabbin Regional school Committee, Barre School Committee,
and Supervisory Union 63 School Committee. He is an edu-
cator in his own right possessing teaching credentials and
a Masters degree in educational administration. In the
Barre community, he is an insuranceman of long-standing
respect. He has children in the Quabbin system and values
their education dearly. Also, he represents the parent
group in that he rose to the school committee from their
ranks. Barre which has always been his home is the focal
point of his public service interest. It is here that he
served on the Budget and Finance Committee when Quabbin was
conceived. He was actively involved at the public meetings
in which the area towns were initiated to the regional
school c one apt
„
BHC i As a parent of students within the Quabbin- Regional
School District, businessman in the community, and school
committeeman, please attempt to relate those things you deem
necessary to capture the nature of the Quabbin Regional High
School involvement over the past few years. 1 fee-*- that
your personal exposure to this situation -*.s quite unique.
School Comm. Members There are numerous issues to be
considered here. It is difficult to know where to begin.
: Association first. It wasLet’s take the Quabbin Parents
a group of concerned people, from the Quabbin district, who
realized that there was a state of turmoil in the school.
They felt this condition was the result of come attempted
changes that were unacceptable to the teaching staff. They
also felt the turmoil was damaging the students* education.
The group lelt tnat the changes had not taken direction
after several years of attempted implmentation and that
tney were actually stopping the educational process* They
deduced that this halt was not the Intent of the changes
themselves
,
but that this dilemma was not clearly seen by
the school committee. So, the group decided to organize
and bring its thoughts to the attention of the school
committee. The group was made up of housewives, business-
men, lawyers, doctors, and working people who had met
regularly in business or social functions and had discussed
the Quabbin-, They organized, formally, and wrote some
objectives which were to attempt to get at the basis for the
trouble and find out if there was Justification for the
Quabbin staff’s oppsltion to the changes that were flounder-
ing, and if, in reality, these changes would have been
beneficial, if they were made successfully. From that point
the group planned to go to the school committee with the
information they had gathered and request them to act on
this information in a rational manner.
To get this information the group surveyed s tuc.cn ts
they surveyed parents and taxpayers outside
if _ rphey asked questions about tt:e
and teachers;
*>p.£
school, as to what the expec tat Ions of these people v:ere from
the school. The survey revealed that everyone felt that the
acaaemlc areas at the school "had not deteriorated from the
attempted changes, but It was felt that the conflict had
brought t'nc academics to a standstill. It showed that the
students were aware of a conflict between teachers and admin-
istrators and they further felt that it was encroaching
on their desires and expectations from the school.
The parents* group brought these facts before the school
committee. The school committee agreed to further investi-
gation such as an examination of the financial structure of
the district by the University of Massachusetts Department
of Business Administration, a further probing of the commu-
nity's educational desires, and they indicated that they had
seen the conflict only as one of mere money demanded by the
staff based upon their negotiation experiences with the
staff* At this stage of the struggle, two other members of
the parent group and myself ran for and succeed in getting
a seat on the school committee* Obviously, from this point
on, change was viewed differently by the governing body *
What had happened at Quabbin became clear to the commit-
tee. There had been a blockage of communication between the
innovators (the superintendent and committee} and the lower
echelon at the school, and it was causing grass-roots-
panic
.
BKCi Are there significant historical factors
thac
need to be examined concerning the communities
the conflict that was initiated in the
building of the
16 ?
Quabbin as a regional high school to replace the old?
School Comm. Member: Yes, very definitely. Before
the construction of the regional school was consummated, I
was serving a membership on the town Budget and Finance
Committee, and J was actively interested in the idea of a
regional school. Sc was the existing school committee.
The rest of the community was simply passive about the whole
idea. But the Center School which had been serving as a
middle school between Buggies Lane and Barre High burned,
and it had become necessary to run double seeicns at the
high school. This situation was not at all desirable, and
it made the regional concept more desirable. It brought
the issue before the pecole of Barre with much more vigor
than it would have had the Center School not burned. The
people were very unhappy with the double sessions, Sputnik
was understood as the kick-off to a science education game,
and Barre began to look like locsers. Its people were
warming to a regional concept.
There remained long standing opposition to the regional
idea, however, in Hardwick membership had been voted down
by a solid majority several times. The region would need
them in order to become a practical financial reality.
Finally, they did vote to Join, but the. core o:. dissenters
were still vocal and actively trying to sabotage the idea
after the construction of the scnocl had begun. The^c
.ti-rcgionalists felt that the Issue had teen
railroaded
an*
through because the vot e was won on
a night that they could
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not get to the polls to vote, and they Insisted that the
situation was deliberately contrived by the minority who
favored the. regional school. Hardwick had always been a
rival town to Barre and these two towns were going to take
the lion s share of the ilnancial burden of building and- run—
jaing the new school. At this point the regionalization
simply drew a more distinct battle ground for the two rivals.
Hubbardston, on the other hand, had always had a good
relationship with Barre and vras passive toward Hardwick.
This third town had been maintaining its own elementary
school and was sending its high school students out to
Gardner » a nearly city, on a tuition basis. They were leary
about their small town kids going to a city school, and they
were afraid that their students were going to be refused
there because of the over-crowding in the Gardner schools.
The incentive for Hubbardston to join the regional was there
and it showed at the polls. They approved their own member-
ship with ease.
Oakham was in much the same situation as Hubbardston,
only on a smaller basis, as they were the smallest town of
the four* They had sent their students to Barre High on a
tuition basis before the Center School fire, but after that
they were forced to turn to North Brookfield lor their stu-
dent's secondary schooling* This was done on a flimsy aur-e-
Bent because North Brookfield was already overcrowded.
The
regional school looked like the best alternative
to then,
especially since they had to send the one
or two overflow
students froa the North Brookfield system to the Waschusett
Regional In Holden. The experience had been favorable with
that regional, and there was no reason for them not to expect
the same from Quabbin.
The promise of funding from both state and federal
monies were viewed as desirable by all the communities and
allowed Hardwick and Barre to put aside some of their old
rd if&l-*. les i and Barre oasseQ the monies to 3oln and form the
Quabbin Regional Junior/Senior School. There was, in general
a good feeling, I think, that everyone had gotten something
he needed *
They had some reservations as you might expect, such as
the bigness of it all and the less familiarity with the
people who would be staffing it. After all, they used to
know the principals of their own schools well enough to
know whether he smoked a pipe or a cigar and what kind of
tobacco ho used* They knew all his strengths and weaknesses
,
They also felt free to call him on the phone and either tell
him off, in the vernacular, or to congratulate him, also in
the vernacular. The communities all started into the
regional concept with these minor reservations.
To show' how minor the resistance was at this point, 1
would like to tell you my vivid remembrance of the town
meeting at which the regionalization of Barre was passed.
There were two factions present at the meeting where the
Konachusetts Technical High School and Quabbin were both on
the warrant* One of the factions was in favor of having a
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street light installed In their neighborhood and the other
was deadly opposed to the light. It was a sixty dollar
decision. The two fought continuously for two and one half
hours finally passing the expenditure for the light* The
two and one half million dollar Quabbin building was next
on the agenda
,
and the exhaused light-fighters passed the
Quabbin ununanimously without a word of discussion. The
moderator called, pleaded, and begged for just one question,
but his cries fell upon deaf ears.
The regional school committee was elected and it consisted
of people who were then, and still are, friends of nine.
They were of the same frame of mind that I have been and
that is, that education could no longer be what it had been
in old Barre High. They wanted an innovative school with
foreward, confident people staffing it. They wanted edu-
cators who had. heard of the education race that Sputnik
had started and had some ideas on how to put our kids into
their rightful place in the future.
So the committee let their faithful, conservative
superintendent go, and they hired an interim super-superin-
tendent, who had master-minded the VJachusett Regional in
nearby Holden, and put him in full charge of the birth of
the Quabbin. This interim superintendent hired a young
energetic staff that was filled with idealism and let most
of the old Barre High teachers find jobs elsewhere. This
last move left some very bitter and disappointed teacher
-citizens grumbling to their friends and neighbors in the
town
J
The fuze to a potentially explosive situation had been
lighted. It was moving In such a direction that it dazzled
the rural people 1 of the Quabbln region. The building that
had turned out w c be s omc place the pe onle got lost in when
they tried to look it ever began to take on the symbolism
of a fearful monster that was feeding Itself on their hard
earned tax dollars. The coldness of the monolithic mason-
ary building reflected on the personality of the principal,
and the people avioded the place. They lost interest in
trying to understand the regional school system as a posi-
tive thing and saw it, instead, as an enemy. The Quabbln
community has in general remained as outsiders to the schoo
In spite of the six years that their children have come
together as friends there. They feel the building on the
hill fcc be a monster waiting to pounce upon them with its
tax armored claws
*
BHCs What was it that drew you personally into the
Quabbln midst of this conflict within the school, in par-
ticular?
School Comm, Member: I was personally drawn into the
conflict because X was interested in the process Oi education
through a personal philosophy that says the future can be
determined by man in certain areas and education in one of
them. Of course, a strong incentive, existed in the fact
that my own children were attending the Quabbln during the
conflict , and I didn’t want to see them or any
other chi.•.a.
hurt. I felt that because I held a masters degree In edu-
cational administration, I was duty bound to use sons of
that education In public service. I was also acquainted
with many of the members of the Quabbln staff who had
explained the problems as they saw them within the school.
It was their opinion that they were victims of top down
management *
c .Could ,> ou say that most people were reluctant to
get involved? 1 think it would also be interesting to gain
perspective on the kinds of communications that were
gOxHg on wit n in the communities* Also* what about the
perspective the community had on what appeared to be a
tremendous conflict between teachers, administration, and
school committee at the regional school?
School Coma. Member : When you approached the members
of the communities about the conflict at the school, they
seemed to glory in it because of their fear of the school,
and they sav: the conflict as a confirmation of their fears.
They saw the feared monster was wounded because ios own
internal organs were fighting each other. They would say
that the administrators had set up a plush environment .with
very vie11 paid Jobs for themselves. They would say that the
teachers were fighting for more money arid that, for the most
part, they viere a greedy bunch of lazy creatures that wanted
the community to support them while they hid in the building.
They saw the educational Jargon that appeared before them to
explain the changes that were being attempted as a smoke
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screen put out to hide the fact that the administrators wore
putting some foul deed over on the community. In short there
was no realistic communication between the school and the
community. They never understood the changes and only saw
conflict*
Then the realisation that, if what they believed was
going on was true, the school that their hard earned tax
dollars were paying for had become a farce. They caw only
in-fighting where teachers were allowed to carry their money
grabbing interests into their childrens lives. They were
saying that they v:ere threatened by teachers and that they
suspected the administrators were going along with it. When
they did communicate with the school, they heard' only termi-
nology that was meaningless to them like pupil personel
service, PPB3
,
and M.3.0. From the teachers they heard
fears that they could not do their jobs because they did not
have the ability to be counselors.
They met this . rhetoric with suspicion., and interpreted
it as a sneaky means to hide their expensive school because
it was a sinking ship. They repeated the old cliche: all
educators hang together, and they trusted no one who was an
educator. They demanded that administrators drop PF3S
budgeting approach when they explained the budget and use
the old line item. They said that putting an eaucator's
pay in several different categories was simply
a means of
covering up how much the person really made.
3KC . r think the next question
deals with a couple
of factors v-hat need explanation. First of all, the Quabbin
community is quite conservative and certainly traditional,
with this in mind, please discuss Its perspective cn out-
siders coming into the community and let's look upon the
superintendent as an outsider. Was he accepted? What kind
of an individual did they see him as?
School Comm* Member: Well, this is Mew England and
outsiders are fully accepted at the point In time when the
** locals" can no longer remember when there wasn't someone
around that had the same last name as the outsider. Two or
three generations will usually dc the trick. The superinten-
dent was viewed as a vacationing, education salesman being
paid to stay around awhile. He had been hired by the interim
superintendent
,
who had no social ties here and who had r.o
credibility in the community. The people considered the
two educators as, "cut from the same bolt of cloth."
They felt that the interim superintendent had set up
a school that was beyond their financial tastes. They
considered the present superintendent another high-priced
item who had been forced upon them, and they suspected tna...
he held neither love or mercy for them. This feeling of
distrust brought the citizenry to circulate a rumor that
said that the present superintendent had to pay a kick
back
to the interim superintendent, who was living in
rlurJ^u
This thinking grew from the fact that the
present
superintendent's pay was much higher than they
had ever paid
any public administrator before and that
it was high because
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he had to meet his alleged payola. Obviously, there was a
thick aura oi distrust in the eye3 of the community and it
was fortified by the jargon, they did not understand, which
seemed to issue constantly from the superintendent's office.
BHC: To go along with this you've mentioned that the
principal himself cast a cold image. I would like you to
elaborate on some of the conflicts that the principal had
when he first came into the community and talk a little but
about his behavior toward the community.
Schoox tonnu Members The principal seemed removed from
everyone in the community. He was in a large, .complicated
building in which the citizen who entered to see him would
have to make an appointment with a secretary and then wait
to see him when he was ready to be seen. This situation was
a shock to people who had been used to approaching their old
high school principals on the street anytime they saw fit
and expecting the man to handle their problems right off the
top of his head. Then, too, this man had never really mixed
socially with the community in a way that they would accept
him*
He built a house and fought court battles with the local
contractors whom he had hired* They made it a point to talk
about their fights with the principal. They said some very
unkind things about him. These contractors were local
people of high standing in the community and considered
trustworthy* This situation cast a distasteful light on the
It made him suspect cf hidingprincipal in the community*
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facts as the Image transferred from his personal business to
that of the principal of Quabbln. Huzor circulated that he
was not Interested In putting do™ the turzoil In the school
and that he wished only to hide In his little bock rooz and
watch T.V.
His attendance was requested at public meetings, and he
was questioned abusively. He answered these questions with
the same infamous jargon the people had rejected from the
superintendent. The people felt that he was not reachable
ift the same way they ieit a principal should be and rejected
him as a cold individual.
BHC ; You have a couple of youngsters who are students
at the school. It may be somewhat unfair, but it may be
Interesting to have you relate perhaps their perspective of
the principal.
School Comm. Members Well, of course the students at
the school in general felt that the principal was a cold,
withdrawn, unreachable person that they seldom, if ever,
saw* And they thought that they could never address him
because of his being shut up in his office all the time.
The student body had rumored that the man watched T.V. all
day. They even told of witnesses who had seen him in his
office with Captain Kangaroo on. All this imagery came from
the fact that the principal was not available to the students
so they made him into a character product cf their own imagi-
nations. Their mental pictures were, of course,
influenced
oy the atmoshpere in the school building nc the time.
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BHC: What educational issues were of particular interest
or importance to the community?
School Comm. Member: The issues were polerized around
the fact that the grads were not going to college in the
great numbers that they were expected to by the community at
large. ibu see, the school never made any commitment to the
community as to what it did plan to do, so the community
just assumed it was going to make a larger number of students
eligible for college than the old school and this would be
in proportion to the added tax dollars they spent on edu-
cation. For example, they felt that 30 :£ of Quabbin's grad-
uates going on to further education was only double the
per cent the old high schools sent to higher education, but
the cost of Quabbin was four to five times greater than that
of the old schools. So, they deduced that they were not
getting their educational dollars worth.
In order to capture the logic of the citizenry, you
must realize they were seeing their school in the wake of
V
Sputnik. In this frame of mind the people felt that the
conflict at school had stopped progress. They felt that
the teachers were busy unionizing for their own end and not
doing their jobs. The citizens could understand conflict
in terms of money because they could identify with teachers
in that they both got pay checks from a boss and. knew that
additional work called for resistance unless it was accom-
panted with additional pay. They saw administrators
as
b9SSes and fait that they were trying to
keep core of the
393
pie for themselves by letting the guidance department go and
forcing teachers to pick up the guidance work at the expense
of their children’s class time.
BKC : Along with this question I would like to raise a
couple of Issues that need more elaboration. I think that
you've already pointed out that the guidance situation was
considered to be deplorable by some members of the community
and also the fact that port of the innovation going on under
the heading of differentiated staffing had reduced the staff*
forced guidance responsibilities on the teachers and made
the classes larger.
Perhaps, the personal interaction that would go on
between the teachers and pupils was bound to be affected.
X guess what I am concerned about is did you as a parent,
and s ome one
educational
Innovations
concerned with education, really feel that
atmosphere was deteriating as a result of
taking place in the school?
the
the
School Comm. Member: Yesi I did feel that the failure
of the innovations to take, hold were a definite erosion on
the quality of teaching and learning in the school. The
teacher-administrator conflict had reached the student oody
and it began tc foster a careless attitude toward
education
on their part, I feel that such conflict could
not generate
a learning atmosphere especially when teachers
were not
busy with their students and were avoiding
their unatcept.:
guidance role.
cm* teachers were without a contract,
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attending inservice courses, and were not asking for other
self Improvements sources that staff who have accepted their
own situation would have. They were falling back upon the
working conditions of their expired contract before they
would make the slightest wove. They were operating on a
minimum standard.
Even though the Quabbin had had a difficult birth, the
community didn’t expect a miscarriage. They had high
expectations for their two and one half million dollar baby
and they didn’t accept its regression under the carelessness
of the highly paid strangers who were wasting their time
fighting while the school vegetated. Here were teachers with
expensive training who could not learn guidance but could
spend their training fighting while students sat by and
watched as tneir futures wasted away. A feeling that a
different move had to be made dominated the attitude of
everyone
,
3HCs You’ve talked about your role as a member of the
parent group. What I would like to do is to have you elabo-
rate on the effectiveness of the parent group as a change
agency to put Quabbin nack on an even keel.
School Comm. Hemoer.* Of course., the parent group wus
a change agency in that It fersed a communication link
between the staff, the community and the school committee,
If you ware to set the?, against a model lor
effective
change
,
the group would be a feedback -loo? for
the commit-
tee and the superintendent from the
community. They
liCO
communicated to the committee that the changes that had been
initiated had no grass-roots support. Their primary concern
was, however, measuring what was happening to their children
as the result of the changes and Innovations.
BHC i What was the perspective that the parent group
had of the change process being worked at Quabbin?
School Comm. Member: Scientific change is something
that few
,
if any, outside of some educators and a few
governmental agencies are aware of. The parent group might
have benefited if they had been aware that such an inten-
tional process was available and demonstratable in a model,
I was attending courses at the University of Mass-
achusetts at the time I was a member of the parent group,
but it wasn*t until I got on the school committee that I
got into scientific approach to change and management. It
was at that point, however, that I saw the flaws in the
attempted changes. The process had had a very serious
communication breakdown between administrators and staff.
The teachers were communicating their feeling about the whole
process through protest. They saw that teacher-guidance as
fthe weak link In the change chain and they were usj.ng to
smashing other innovations. The chain vras to weak to sustain
such intense pressure. All the innovations seemed sc
looked in and inflexible that it seemed the inevitable
result would have to be conflict and possible rejection or.
the good with the bad.
BHC: Is it your opinion that the administration
very ini legible in terms of be ing able to change ^carii to
deal with the conflict that had erupted?
School Comm. Member: Yosj I would say that the parent
group was looking at one administrator, in particular, as
stumbling block in the process of change. The suspicions
that were initially aimed toward the superintendent were
,
as members of the school committee bee ace aware
,
somewhat
misdirected* The superintendent seemed to be very Infle.rV?
and to be imposing a dead issue through the staff.
In actuality the principal was not communicatin'* the
seriousness of the situation with his staff to the super-
intendent and was completely committed to the teacher/
counselor idea no matter what. The situation was that the
superintendent could not back off with greater conflict
with his principal,
BHC: What were the pressures that the parent group
brought to bear on the school committee?
School Comm. Members Well, the. first thing they did
vya $5 t-c try to become recognized as a group of local 01:1 r.e
1
that were honestly concerned about the process of o juc.ro
n*
in the community* They got this recognition wnen t-h o-i
attended the committee meetings and were seen to be
local
professionals, businessmen, and respected housewives.
they presented the results o‘ the u> v-,/
.entioued bei o
The survey brought with it the opinion o: o.* P~*
nity as further pressure to the commit
pa-
per cent ol
V r' ••,* 'A - .M.-' w
the comiau
would talk to school committee pooricoale
outside of meetings
Ii02
about the dangers of the course they were pursuing by not
doing something to settle the conflict in the system*
Meanwhile
,
the general public had had It with no action
from the committee on the conflict at the school* They began
to telephone committeemen and harass them. Finally, several
members of the committee refused to seek re-election* The
places were filled with members of the parent group and
together with the residual membership stopped the change
process to seek resolution to the great conflict that was
at its peak*
BHC: Was the parent group itself aware of the fact
that the original change in question had been contingent
on government funding that had been refused by the United
States Department of Education?
School Comm* Member: There was no knowledge of this
fact in the community or the parent group. The mechanics
of project financing are readily available only to school
committee members, and I think that the memory of these
things tend to die off as the members that handled the
original issue leave their seats. At least neither the
administration or the committee men ever mentioned this
aspect. Consequently s everyone saw the attempted change
8.S a means of saving money by eliminating the guidance
department and t e acher s
*
BHC: Also , many of these school committee me racers at
this time were not on the committee when this proposal
was
drawn up.
School Comm. Member! This is a fact. The school commit
tee is always in a state of membership flux, and it probably
had no idea of the original plans for this change. There
were a lew members that were on the committee that sanc-
tioned the change in the first place, but they may not have
attended the meeting at which the change had been rad if led,
or they could have voted against it. There are any number
of possibilities for the behavior of the committee.
I think that many of the members were honestly searching
and trying co find a way out of the dilemma they were suppose
to be overseeing. But, they were only able to search within
their own membership, and their own executive (the superin-
tendent). They had no effective communication pipeline to
the teachers or students.
I doubt that any of the members had either the time or
the energy to search through the volumes of materials that
had been handed cut in the past. By volumes I mean that I
got five large cardboard cartons full of papers handed to me
when I came on the school committee. Others got the same
amount of information as I did. Sc there probably was no
time or incentive for members to research and find cut the
details of this change situation.
BHC: What was there about the school
accepted the initial change that prompted
that it was needed and “would work?
School Comm. Member: I have to quail
school committee Quabbin had at that time.
committee that
them to be so sure
fy the type cf
It was a commit
t
bob
elected by people who felt that they had over extended then-
selves financially with their schools and they wanted a
minimum cost school. The community had elected people
known to be budget slashers to committee seats. These
people were essentially conservative, anti-change, unless
it was to save money, and not educators or even slightly
concerned with the mechanics of educational issues, only the
plant costs and salaries etc. Consequently, they did rubber
stamp many of the educational issues especially if it looked
as if it were economical. Naturally, the elimination of the
guidance department and reduction of the teaching staff did
s&ve money.
BHC: How about the educators themselves, by educators
I mean faculty members and department heads, did they, in
any way, contribute to the community understanding of the
changes that were being implemented at the high school?
School Comm. Member : The staff related their di satis-
faction and fears with the changes without ever explaining
what they were, and I think that the staff probably didn't
understand the changes themselves. That is,' they didn't
see a process of ordered change. They did see themselves
threatened by the mechanics of a process. They seemed to
fear that they were asked to go beyond the limits of their
training* They were on unfamiliar ground and scared.
I doubt, also, that they could communicate the ideas
to the community even if they fully understood them. Ai ter
^Ti they were not a socially intergrated groj'p in *ne
community • Many lived out of the Quabbln community and had
no contact with the citizens in the community. When they
did socialize, they attended teacher parties where they
might as well have been at a union meeting. Their only
communication with the community was through some one-way
newspaper articles that the QRTA had published to explain
their position of not accepting the changes. The community
assumed that the newspaper article meant that the teachers
would soon be asking for more money.
3KC : Would you discuss the political moves that were
made via the parent group to bring about positive action In
dealing with the Quabbln conflict?
School Comm* Member; I have already hit on the fact
that the parents 1 group approached the school committee and
eventually took seats cn it. The members that wore urged to
go on the school committee were people who were educators
themselves, only one was practicing, and he had no trouble
interpreting the jargon. Several were businessmen and the
combination, it was felt, would insure a minimum of error or
Sj.
bad planning.
BHC ; About how many members did you have in the parent-
group?
School Comm. Member: We had about thirty, twenty C;
which were the active ones. We held bi-weekly meetings on
Friday nights. This membership constituted the agrees i.vely
interested persons In education in the Qu&bbin district.
Only a relatively snail number are actually
disinterested
a few would take
in what is happening; in Quabbln. Although,
pleasure in seeing the doors boarded. up.
BHGi What was the structure of the group?
School Comm. Member: The group consisted of a lawyer,
an owner of a local manufacturing plant, local businessmen
and tradesmen, and housewives. All these people are astute,
influential persons with a reputation for conscient iousness
and noneo
•
.he communities were we 11 represented among
them with equal numbers from Barre, Hubbards ton, Hardwick,
and Cakham. These people had enough concern for the school
to make up for the thousand that didn't have the time to
Join the group.
BHC: When the election to the school committee was
held how many seats were occupied by new members from the
parent group?
School Comm. Member: The Barre committee got four
members out of its total five membership, two went to the
three man committee in Kubbardston, and Hardwick got one
inactive member. After these individual towns sent their
allotment to the Quabbln committee there were seven parent
group members in seats on the eleven-man committee.
BHC: Could you describe the steps that were taken by
the school committee , and I guess we are looking at your roi
now as a school committee man, to bring Quaobxn back on a.i
even keel? At the same time it would be - important to point
out how this committee was different from any otner
school
committee
.
School Comm* Member: This school committee vras differ-
ent from others is that most of its members were encouraged
by the parent group to becoicre school committeemen because the
group had assessed educational needs in Quabbin and now
wanted these needs to be met.
Specifically
,
these people were the largest taxpayers
in the community, and they were genuinely interested in
quality education. One of them is an owner of a local
manfacturing plant that supports that portion of the tax
base that six or seven hundred individuals would • So, it
is obvious that money poorly spent is certainly a concern of
this committee. Aside from financial concern you must know
that such an individual could not be the type that avoids
responsibility or that would be unaware of the need of pro-
gressive, benefical change.
This individual replaced a member of the former com-
mittee who believed that formal education, especially beyond
high school, was a wasted effort and an unnecessary expense.
He believed that the law had corrupted the schools because
it did not allow teachers to beat kids into submission* n
you contrast the two will get some idea of the contrast in
general between the new committee and the old.
A division manager from a large modern industry in
Worcester had joined the rands recently. He comes from a
plant that has had M.E.O; effectively working for
some rive
^ aware of the value cf education
or six years now, he is v*
to the modern world and he Is
committed to trying to make
h08
education as effective as possible. There Is also a teacher
of ten years experience in the Wachusett system to share in
the policy making of this committee. He has offered much
contrast and comparison of strengths and weaknesses of ideas
from a teacher’s point of view* Also* the committee has
galneo a teacher of teachers from Worcester State Colie ge
who is, out of necessity, aware of the pitfalls and the
direction educators must avoid or take » He is very generous
and shares this information with us readily. In my own case
I am a business man, but I have been trained as an educator
and have within the last year completed a masters decree in
educational administration.
All and all the existing committee today is very strong
and capable of working with the administration, faculty and
student body in determining the appropriate goals of our
school. We are not frightened unless that change be for the
hell of it. Change can be necessary and worthwhile.
BHC: What were some of the positive steps taken 'ey
this committee to end the conflict at the high school and at
the negotiations table? . W
School Comm. Member: The conflict had, as I’ve mentions
before, brought about a breach of contract in tne eyes of the
teachers, and an agresslve hate campaign bet-ween the teachers
end the administration reached its acme in a no-confidence
vote for the superintendent. It was anything but a healthy
situation.
Th<3 present cosaittee ' dropped their professional
h09
negotiator
,
who had become a symbol of distrust to the teachers,
and met face to face with them* They came away with a con-
tract and an a change In attitude that would get them back
*
»
together into the common goal of educating children.
The committee then removed the sore spot and reestab-
lished the guidance department. They accepted the resigna-
tion of the principal and restored the superintendent's con-
fidence with the committee, at least. They replaced the
principal with a former Quabbin department head. Next they
set to work backing the administration all the way with the
intent of creating a strong working relationship between
staff and administrators. It will take several years
to dispell old fears, but this committee is committed to
bring staff, students and if possible community into future
decision-making*
BHC
j
Do you think that the present school committee
or parent group gleaned anything from
conflict?
School Comm. Member: I'll start
being involved in this
•with what I learned
from this experience. I learned that scientific management
is a process that no longer can be ignored. The absence o:
feedback from all echelons because of a communication
block in the Quabbin system caused the expensive failure of
innovations that someday might have saved the careers of
the very people who misinterpreted them and opposed
tnem.
It has taught no, also, that change
must be ordered and nor
left to trial and error through
experimentation. It also
lilo
left me with the belief that pilot programs should be used
whenever possible and, above all else, v-hat no chanc-e should
ever be attempted without first establishing an operative
feedback mechanism.
As 1 ar as the present committee goes, they have learned
about feedback. Proof of this is in the question that is
always asked whenever anything comes up that Involves either
staff, students, or teachers, and that is: “What do the
people who this will affect say about it.* Also, they are
very gun shy of any, all, or none changes and won’t pass
an idea unless it has been tossed around outside the commit-'
tee first. They see all changes as a pin ball that mast
roll down the board bouncing off obstruction, changing
direction, and attempting the impassable.
The community’s role remaining somewhat unchanged. It
has yet to realize that it must become part of the planning
and work on as a feedback agent on all changes or innova-
tions. It is the social critic. This, of course, is an
educational process that the system must sell to the people
of the community, and it is a long way from closing the
sale. The battle to open the school and make the public
welcome and comfortable in it has Just begun, but the kids
school spirit is building up and going home. The new
principal is there using every opportunity he can find to
communicate honestly with them.
BJ1C: Has Quabbin gone back. to what it was in 19^'
»
It grown substantially in terms of putting
Itself
or has
in
Into the 20th Century although It has undergone a fairly
long period of turmoil?
School Comm. Member: it has not gone back to 196 ?,
definately not I Quabbin is not now what It was In 1967. It
now has the ability tc go with change, the know how that Is.
There is a flowing together of the separate towns among the
students. Now you never see Barre cliques or Hardwick
cliques, only Quabbin students. School spirit is up to the
point whei e some kio.s will defend the school rather than
just agree with the critics. This attitude is important in
that students feel the school is trying to do something for
them.
The stall*' is slowly viewing, not completely trusting,
their own situation as better than it ever was —at least
more fruitful in terms of their teaching conditions and
considerations. They are not as negative about the future
of the school. If they are confronted as to the condition
of the school and their place in it, they. will honestly tell
you that working and learning conditions are better than
/U
they ever were before at Quabbin. They will now point, with
much pride, to some specific student accomplishment or some
class or teacher's accomplishment and go on about it with
enthusiasm, so that you know that they are beginning to
enjoy their work* It is somewhat tiiierent from the o ».
'conflict when it was difficult to find enthusiasm, only
predictions of downfall and c
to single out an administrator
,
s tant gripes. They
who jare now always
uto them, and give them their honest opinion about anything
they feel is not up to expectations.
io&ay
,
there is a student advisory council sitting at
all school committee meetings as is the faculty advisory
council, aach is allowed to report at each meeting and each
has a part in the decision-making process at Quabbln. This
has made our school more receptive to change because numerous
innovations are presently taking place at all levels within
the school.
BHC
. how might you evaluate the Impact of the changes
that have taken place on the total environment
?
School Comm. Member: This is difficult to answer. It
was certainly not all success nor was it all failure. One
thing is sure, we really learned a great deal about our-
selves through this ordeal. Some good people have left, but
so have some bad. But I tend to fee], that maybe this experi-
ence opened up some volatile issues that would have surfaced
even if this particular experience had not taken place. I
am not quick to blame our problems on rapid change because
*
all of the innovations appeared reasonable on paper.
In particular
,
role c onflicts and m i s uaderstand ings
about management practices cleared up during the conflict.
We have grown, hopefully matured. All the wounds are not
healed, but, perhaps, in time they will be.
t-J
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PRQPQg&L FOR sIUABBIN REGIONAL Sr^IOOL DISTRICT
Authorize the administration to follow through with the develop-
merit, of A New Model of In-Service Education for School Practi-tioners" with the inccnt of seeking support from the FederalGovernment that would finance two-thirds of the costs for a
three year program. It shall be understood that such a proposal
will include consideration for all erpcnr.es and efforts new
supported from categroy #2 100 Curriculum Improvement. The
maximum total Curriculum Improvement (2100) Budget shall not
exceed $15,000 annually and will be subject to specific en-
dorsement each vear.
Lie;
1970 1971 197 2 Total
Quabbin Regional $15,000 $15,000 $15,000
Federal Support 30,000 30,000 30,000
$45,000
90,000
$ 135,000
The elementary and secondary schools of Union £-53 and Guabbia
Regional School District like ocher educational systems in :.h:
country must deal with the following realities and trends:
COSTS
’• SHORTAGES
a) rapid increases in educational costs caused
by the salaries of staff.
b) increasing shortage of well qualified teachers
.
' turn-over c) increasing mobility of teaching personnel
! RESEARCH
v
• STRUCTURE
OF
\ F270WLEDGE
\
LEARNING
THEORY
d) considerable focus on innovation
in learning.
ana re searcn
e) revolutionary .restructuring cf learning that
stresses concept love lopmont , learning as
.inquiry , and use of knowledge .in the thinking
process, rather than simple knowledge accumu-
lation and simple instruction. (focus from
content to process)
f) marked focus and new knowledge dealing with
biological, physiological, sociological, and
personal components that, affect the P-.cc and
degree of learning for individuals. (Theorie:
of learning)
V
(
g)
TECHNOLOGY
IN LEARNING
V* /
h)
NEW
PATTERNS
r ~~
{ RELEVANCY
( NEGOTIATIONSV
i)
j)
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significant increase in the application of
technology to the learning industry. Tech-
no .logy that replaces, reinforces,, and
amplifies the efforts of teachers.
new institutional patterns that promote better
nation of staff talents, better sequence
of learning, more attention to individual
problems and needs, and better utilisation of
technology. (team teaching, ungraded, in-
dividualized instruction, independent study,
large group instruction, small group seminars,
differentiated staffing, etc.)
a demand from students and public for
relevancy in schools.
demands from organized staff for working
conditions as well as salary increases.
OUR NEED
A systems approach that involves staff (practitioners) in an on-
going study and concern for the above problems with a clear voice
and involvement in changes that are promoted in our educational
program. To a lesser degree, a system that promotes and involves
the public who support education and the students who arc engage
in the process.
1. Organize and express precisely what we expect students
to obtain from our schools.
2. Recognize and clarify priorities for education and changes
3. Combining in-service education
improvement. (Personal growth
with curriculum study and
in solving system problems)
4. Consider alternatives tc instructional
evaluation. (Self-evaluation systems.
supervi s ior and
interaction atialvsi
5. Get off the single saleary
different staff functions
schedule and recognize both
and different levels of per-
formance .
6 . Develop .a
students
,
’•feed back" system
and parents of the
of individuals and system.
that better informs staff,
strengths and weaknesses
1
-**
DIFFERENTIATED STAFFING PROPOSAL
A BRIEr ... . INCOMPLETE DESCRIPTION OF A r /\SE
CREATED AT NORTHFIELD CONFERENCE" OCT
PROPOSAL
29-31
B. Crowder .P. Allen... K. Bailey... C. Trask...W. Wolf
1188-1QUABBIN REGIONAL HIGH SCHOOL — EARRE
, MASSACHUSETTS
Training Master Practitioners for a Differentiated Staff"
In September 1970 the Quabbin Regional High School will
implement a d/s pattern based upon the following premises :
1. Behaviorally seated outcomes for learners in a sequence of
learning will be cleaily written for all aspects of the instruct-
ional program.
2. Instructional tasxs will be clearly delineated for all emnloy
personnel involved in the promotion of the above objectives (cut
comes) .
3. A team of educational leaders and decision makers will be
trained in skills necessary to implement, manage, and evaluate
their design.
4. A "year round" trimester pattern for programing will be
scrutinized as an alternative to the present structure.
5. Integrated with staff differentiation w’ill be the utilizatic
of instructional materials and technology with instructional med
6. All d/s will be on a differentiated salary schedule of which
the maximum of "S" will be twice the maximum of "A".
7. Main goals will swing toward individual value growth.
8. Staff differentiation will promote more adult/student contac
9. The role of the teacher will be shifted from dispenser of
knowledge to coordinators of learning experiences.
10.
To generate a habit of considering alternatives in education
11.
Outside evaluation sources will constitute an
of aid and evaluation.
integral part
Much work has transpired w’it'n the Quabbin Regional School
District - at. local expense for the most part, over the past
years pertaining to alternatives tc current «.u.-trxv. >- o
practices. Short term in-service opportunities, faculty planning
groups, and consultation sessions with specialists have resulted
3 constructive moves
:
1103-1
a. lirst, an in-service training program was offered to
district teachers by trainers from the Eagle Hill School,
specializing in diagnostic and pedagogical techniques.
so lccted
trainers
Second, the district used EPDA fiscal resources to train and
employ 20 paraprofcssionals for school service.
hi8
c. Third , the district arranged for an extensive pre-service
internship program in collaboration with the University of Mass.
Hence, steps have been taken to incorporate paraprofessionals
,
unique pre-service interns, and some diagnostic aid within the
staff structure.
Since the weakest element of the long-range staffing plan, at
present, is the development of master practitioners, the prospectus
submitted focused on strategies for training ten such individuals,
who will then guide the process of staff differentiation while
taking into account accompanying curriculum and personnel concerns.
Consequently, training will be supplied by University of Mass,
specialists . Once the ten master practitioners have acquired
sufficient competence, they will become responsible for coordinating
the process of differentiating Quabbin's school staff. Allied with
: the staff changes will be changes in instructional tasks, pre-service
and in-service training, curriculum opportunities , . human interaction
,
patterns, and physical space arrangements.
CONSULTANT COMMENTS : Leadership Training Reaction
I Woodbury : Perhaps a "12" premise: "Staff dif
,
accompanied by other structural changes, such
i of time and space, which contribute to a bette
ferentiation will be
as -the flexible use
r learning envirenmen t It
13. "Measures will be taken to institutionalize a process oi
rational change
.
1 14. "The concept of student as teacher
:
possible." Is the idea expressed by No
will be implemented wherever
9 too narrow a focus?
.
1
15. "Maximum use wi
i wives with BA degree
11 be made of part-time professionals {house-
s. for example) and other community resource
peop.le with special expertise.
The project obviously is headed in the.
wovomoer it;
.
..
,
TO: DEPARTMENT CHAIRMEN.
. . .QUA3BIN REGIONAL HIGH SC— rFROM: SUPERINTENDENT OF SCHOOLS
SUBJECT : SUPPORT.
. . INVOLVEMENT.
. .LONG RANGE COMMITMENT TO :
A SYSTEM OF ITSERVICE EDUCATIC'N AND STAFF TALENT UTILIZATION
?
XERCISES THE ‘ 7ISD0M AI'TD PROBLEM SOLVIU •
. ALEUTS OF AOF LOCAL EDUCATORS IN DEALING WITH
: (AS A CONTINUOUSPROCESS
)
A. CURRICULUM PRIORITIES & RELEVANCY
B. INSTRUCTIONAL STRATEGIES
C. ORGANIZATIONAL STRUCTURES
IN BRIEF: A LOCAL SYSTEM DESIGNED TO DEAL WITH CHANGE
.
Creating Change.
. .if it is desired.
Resisting Change... if it is not desired.
Evaluating Change... to expose its strengths
and weaknesses
Our youth involved in public school education and training will
9^^-^ s ign i i leant ly from the above system that links together the
classroom practitioners and the problems of intelligent distri—
bution and application of limited innn c a. sucoort ror eaucaticn
A. crisis exists locally as well as nationally in the matters of
rapidly rising costs for education caused in great part by the
deserved salary increases of professional teachers .. .but the
present pressures for simultaneously adding more services to cur
school systems and meeting the needs of more individuals (who need
real help) by increasing existing staff, reducing class sizes, and
adding on more courses, causes us to rest set the need for scck l rcr
with vigor, alternatives to existing "add-on 11 curriculum sc rur sy.rc;
“outs ide " do c i s o
n
makin .7 ? IT 3. Cf 2. Cl OITCT 'iTv i rr
blind" educat ion:. 1 c r or .o a ions ; -*s hert- ue rn ' 1
ic r. a i. n a1
1
^
'
'a.ir-cr'
inservice education ;
pawrents ; etc .
1 credit/years of experien
BELIEF
basis for
GIVEN: A. A limited amount of financial support from local
sources for education.
B. A significant number of talented and aspiring pro-
fessional staff members presently employed.
C , A leadership at the School Committee level willing
to promote alternatives to existing patterns.
TO FIND: A means of engaging the talents and interest or a
significant number of existing stair members in tne training. c--“ a
(3.cci s ion mak^nc procos™ that will, result in present am.* long
u a.co- in Re i* ion a. J. ocnooi District v..Lat a t. *,mc
G c.client in kev lea-.
practices in the
hold, and exercise a high level
ENDORSEMENT Of TRAINING PROGRAM TO IMPLLMENT CURRICie-Gi-i,
ICNAL STRATEGIES , AND ORGANIZATIONAL PATTERNS THAT Si.LK
ADOvg GOA:
r s n i p ro
.
v r~* —> r
<n|
l
J
IA PROPOSAL
A TRAINING P ROGRAM D ESIGN ED TO I MPLEM ENT
A SYSTEMATIC A P P R O A C H TO C HANGE :
INCL U DING D IFFE R ENT IATING
A SCHOOL DISTRICT’S
STAFF
Coiridon F, Trask, Superintendent
Quabbin Regional School District
Barre , Massachusetts
March, i9?0
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Local educational leaders to be known as "LEARNING COORDINATORS" will
apply their knowledge, decision making talents, sensitivity skills, and leader-
ship skills to csteb li cn e nd exercise a systematic process fcr beeline with
changes in curriculum structure, creep.: cat: enai patterns
,
and star fine utiii-
zation that keeps cleariy in focus the desire for qua lity education seecortad
by a limited financial resource .
Contrary to the view that chances and improvements in education must require
even greater financial inputs , the Qusbbin Regional School System seeks
systematic change based upon the belief that significant improvements in
education programs can and must be made without greater overall educational
costs
.
Worthwhile improvements in public education must recognise that a local staff
involved in the implementation of changes must possess both^thc- spirit and me
understanding behind conceived changes, as wail as ms skii.s iccmreo. m
exercise new strategies. A spirit of .ln:uu;ry jt ,..~hlLlU_fcr
,
and an enthusiasm for chance snouic be me hae.it of the majority o* professions..!.
staff.
1
. NEEDS
The Quabbin Regional School District, now in its third year of operation,
has made the decision to attack with vigor several related and serious problems
threatening the educational climate of the community. First, unrealized student
aspirations; second, shackled staff potential; and third, rising educational
costs exceeding the local ability to pay ~ primarily in the form of staff salaries
and benefits.
Student aspirations presently are a direct result of family financial status,
and in an area that is economically and culturally deficient such a base leaves
much to ^e desLed. Fortunately, the initial formation of this new Regional
School attracted a significantly large number of talented and sensitive staff
memoers wno are ready to tackie alternative curriculum structures and instruct-
ional strategies geared to overcoming the unrealized student potential, and
creation of a learning system that places priorities on the process of learning ,
and the sens itivity to inciviaual human beings
. Unfortunately, the present
organizational patterns for staffing and programming view teachers as if they
were all interchangeable parts; each responsible for the total educational
cycle within his structured course; rewarded on the basis cf time spent in
district and credits accumulated; and no matter what their talent differences
and performance level might be, they all contact comparable numbers of
students in a traditionally rigid schedule. Industiious teachers, pressured
by economic necessities, are seeking administrative positions within and
outside of the system which in effect removes them from daily contact with
students
.
The communities in the Quabbin Regional bchool District nave experienced
critical strains on their taxa.ole resources and find their competitive status
related to teaching salaries markedly deteriorating. Ihc ability to attract.
hold quality leadership in the educational system is a i a crisis oi..co
staff salaries account for most of the cost increases, and since cnanges in
L22
educational programs have tended to "add-on" staff and supportive costs, mere
effective models of curriculum structure and staff utilization given the fi.'ire
amount Oi. taxable assessment must be explored. School and community
leaders have confronted these problems, and they are taking steps to rectify
them
,
During the past eighteen months, a considerable amount of momentum has
been generated to change conventional practices. Through a variety of short-
term in-service opportunities, faculty planning groups, consultation sessions
with specialists, and systemwide focus on curriculum exploration and planning
(all financed with local resources), the stage has been set for exciting peda-
gogical inquiry. Steps already taken to differentiate the entire staff are as
follows: (1) Total staff involvement with "behaviorally stated objectives"
as a frame of reference for curriculum organization and evaluation; (2) EPDA
grant to train 20 paraprcfessionals for service in the region. The training took
place during the summer of 1969 and involved training personnel from the
University of Massachusetts and local school system. The trained para-
professionals are presently employed by the District. (3) Arrangements for
extensive pre-service internship program in collaboration with the University
of Massachusetts. Many U-Mass interns are situated within the District
during the 1SS9-70 school year, and the program undoubtedly will seek
continued growth in numbers involved and particularly in the changes in pre-
service experiences arranged for interns, (4) Inquiry into the concepts and
practices of "Individually Prescribed Instruction" as fostered by the
Research
For Better Schools, Inc. , and the PRIMES Regional Center at Greensburg,
Pennsylvania; (5) Introduction of concept of student- student
instruction as
a basis for effective learning — implemented through a
“Conservation Corps '
and "Student-tutors" who become meaningfully involved as
student-ms trucici
in our school programs.
In summary, arrangements have boon made for
three new roles within the
Quabbin staff structure — para professionals , unique pre-service
interns ana
student instructors, oomo critics would charge that the District is r.cvi’.j too
fast/ Without anticipating the serious changes that must take place in the
behavioral life of the traditional classroom teacher. However, if officials
are sensitive to the weakest element of the work completed thus far — that
work relating to tire training and development of a new breed of educator v/no
would be called "Learning Coordinators". Leadership that is necessary to
meet the District's educational needs requires training and re-orientaticn of
a magnitude beyond the means of the district. Hence, this proposal is addressed
to the development of a group of "Learning Coordinators" who will be responsible
(1) for leading the District from a conventional curriculum and staff pattern to
a flexible and relevant curriculum involving a differentiated staff pattern,
(2) making decisions about organisational structures, instructional strategies,
and curriculum priorities necessary to make the new scheme work, and (3) for
offering pre- and in-service training necessary and/or desired to make the new
scheme effective over time. They will remake the basic ingredients of the
learning climate -- i.e., human interaction, space, time, feedback, organi-
zational patterns, etc. — as needed.
2. OBJECTIVES
Generally speaking, this proposal is designed to establish a leadership
team capable of leading a low-income, rural non-farm regional school
district
complex from a conventional staff and curriculum pattern to a differentiated
staff and flexible curriculum pattern and then maintain (with
flexibility) the
pattern over time.
Specifically, intentions include:
a. Evolving a training experience for fifteen
individuals, who
desire to assume leadership and decision making
positions
within a differentiated school complex,
which is designed
to provide both insight into die reality
of cnange— <x-d
competence to implement an effective
aifierenuateu sub-
model .
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b. Preparing these individuals, beginning September 1
,
137 0 to
become die architects of a viable differentiated staff model
for the Quabbin district, a model which accounts for job
specifications, salary schedules, staff selection and retention,
new configurations of human interaction and resource utilization,
and pre- and in-service training.
c. Devising an evaluation scheme which ascertains the human
benefits, instructional advantages and cost benefit of the
differentiated staff plan to be put into effect.
3 . PROGRAM DESIGN
This account is ambitious, as realistic as possible, and most likely
to be accomplished.
THE PLAN
Funds requested offer the level needed to complete a differentiated
staffing model during 1370-71 and initiate it during September, 1971
. These
funds will be used to train an in-house leadership team that will be charged
with changing the District’s staff utilization structure and with the sustenance
of the new, differentiated structure. Efforts of the "change agent team" con-
cept will be carefully studied to ascertain its efficacy; hence, the need for
a meaningful evaluation scheme.
Salient elements of the differentiated staff model envisioned for adoption
during September 1370 , are explained in the foliov/ing paragraphs, ihe
following commentary represents the best effort and intent of District per scnr.ei
at this time. It is not unreasonable to believe intensive study between Septem^
1370 and September 1971 will result in refinements and improvements upon
current thought.
ROL E SPECI FI CATIONS
- 5 -
Supcrlnte
Principal:
Learning
Senior T
sn
-
t: Coordinator of overall planning, fiscal and community
dimensions of the Quabbin Regional District operation.
His responsibilities include generql educational leader-
ship for the four elementary systems that feed pupils into
the Quabbin Regional High School. Salary: $20,500
Coordinator of the Quabbin Regional High School overall
program including instructional staffing, utilization of
facilities and organizational management. His role is
central to the cooperative decision making, systems
planning and management, and effective evaluation
strategies. Within the concept of a change agency,
his role is that of key agent responsible for promoting
the enthusiasm and spirited involvement of staff.
Eleven months Salary: $13,000
Coordinators : Thirteen full-time certified personnel who command
varied unique competencies in addition to teaching know-
how for students and staff . They are employed on a ten
month contract plus two weeks of curriculum planning and
evaulation work during the summer recess. The positions
demand in-service leadership, systems planning, and
cooperative decision making on a regular basis m addition
to teaching and supervision of instruction.
Ten months Salary Range: u, Q 0
0
— h* -* 6, 300
jachr-rs: Full-time certified personnel v/ho command at least one
unique competency in addition to teaching know-how.
These positions have yet to be worked out t.trough
negotiations procedures, but it is planned to deal witn
this matter in the immediate future as negotiations
get
U26
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Teachers:
started
. Proposed salary and working conditions include
a ten months contract that includes 200 days of teaching
and curriculum organizational activities.
Salary Range: $8000 to 512,000
Full-time certified personnel who prefer or best function
with instructional responsibilities. Some part-time
certified personnel may be employed in this category.
Contracts are arranged for ten months period with 130
days of teaching and service scheduled.
Salary Range: $6000 to $3000
Note: This category, like the Senior Teacher category,
is still subject) negotiations procedures.
In addition to these roles, student eer s onnel
. will be utilized in varied
ways within the team, and communi ty personnel possessing unique ana use-
ful talents will be used within the staff structure.
ROLE FUNCTIONS
b<
Superintendent : It is his responsibility to maintain the overall aspects of
the District operation; for portraying the system to the
Committee and public; and for effective management of all
contracted and legal requirements of the system. He is
also a chief advisor for the negotiations committee of the
School Committee.
Principal: He will be assigned to “hands-on" instruction and counseling
of students with approximately twenty percent (20%) of his
time devoted to such activities. He will be responsible for
the management of systems planning and oc signs oeing
implemented . His leadership is exercised pmsandy in the
instructional area with focus on the curriculum organizational
-O-
as poets. He coordinates the supervision of teachers and
other staff involved with the learning climate. He will
have immediate priorities for the evaluation of the newly
created positions called "Learning Coordinators" to
determine the strengths and weaknesses of the role
definitions as well as the performances of the individuals
within each role. Ho will have the added responsibility
of presenting monthly progress report and curriculum
information reports to the School Committee. Keeping
lines of communications open and exercised with be
another leadership role for the principal. Educational
leadership rather than school management will be his
priority.
Learni ng .Coordinators : Each of the thirteen coordinators has an individual
job description as described in the following sections.
Each has his individual assignments f but each is also a
member of several "task Forces" created to work on school-
wide problems and programs. The Learning Coordinators as
a group meet regularly as a type of Learning Council to
translate to each other the activities of each Learning Unit
(Fee Appendix) and to exercise sensitivity to strengths and
weaknesses of any and all aspects ci the life and learning
climate of the school. Individually and collectively the
coordinators arc expected to accelerate the involvement
of all staff in improved guidance services through teacher
involvement. In-scrvice leadership is also expected to
come from within this group with immediate priciiuv devoted
to (a) educational accountability throuou the organisation
cf
LEARNING UNITS based upon measurable outcomes, \'o) moru
IN?8
effective learning through attention to individualized
Instruction, increased use of technology and multi-media,
increased utilization of para professionals and interns.
(c) diagnosis and improvement of reading weaknesses.
The individual job descriptions are:
1
.
JHS LEARNING MANAGER
A.
5.
C.
D.
E.
F.
G
.
Coordination of overall development of new JHS organizationCoordination ct guidance in JHS
Daily management of JHS activities
JHS Discipline
Teaching 8-10 periods per week
Teacher supervision
Coordination ci JHS activities (planning)
In-service training of teachers
2.
SHS ENGLISH-HUMANITIE3 COORDINATOR
A.
D.
C.
D.
E.
F.
G.
H.
I.
Teaching 12-15 periods per week
Curriculum organization and planning (including writincr)
In-scrvice training of teachers (in and out of department)
Teacher supervision
Program coordination and management
Guidance ccortiinatio
n
Cooperative budget planning and management with SOCIAL 3TUDIE3-
HUIvLANITIES
Coordination of intern and teacher aide programs
Overall school planning and evaluation linking JHS ana SHS
3.
SHS SOCIAL STUDIES -HUMANITIES
'*
'i.
Same as above but with emphasis in Social Studies, The two positions
are seen presently as dual or linked leadership responsibilities with
heavy emphasis next year on strong curriculum organization involving
the development of LEARNING UNITS that integrate guidance into
curriculum and draft written units that identify measura ble outcomes
expected of learners
.
4 . HUMANITIES-PUBLIC REIATICN3-PROJECT WRITING
A.
E.
C.
D„
E.
F.
C,
Teaching 15 periods per week in Social Studies & Humanities
Curriculum organization and planning (including writing)
Development and implementation of schcolwide public relations progra:
Organization and dissemination of in-house curriculum activities
Coordination ot planning and development of Federal Projects ^writer)
Organizing and keeping thorough records of Steering Committee, L/C
Council, and Special i’ask Force activities.
Working closely with SYSTEMS SPECIALISTS
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5. SYSTEMS 3 PECIALI3 T-NJROTC DIRECTOR
l
A. Teaching 15 periedr; per week in NJROTC
B. Establi suing
,
maintaining a system icr plotting, controlling, evaluating
time and energy distributions of all staff. Using PP33; PERT and/or
other systems visualise all significant changer, proposed and implemented*
Interpret suen a systematic approach to staff, administration, and
Committee * Include application ’of such a systems approach to curriculum
development and program implementation,
C. Research coordination and dissemination
6. JHS CURRICULUM SPECIALIST
A. Teaching 15 periods per week
B. In-service leadership and coordination of JHS curriculum planning
C. In-service leadership in teaching methods and .materials usage
D. Curriculum materials selection
E. Curriculum writing
F. Evaluation of program and activity effectiveness
G. Leadership in implementing guidance and reading into curriculum
H. Leadership in overall understanding and implementation of JHS objectives
I . Involvement of parents -and students in understanding JHS
T, Linking elementary and JHS curriculum
K. Linking JHS and 3H3 curriculum
L. Leadership in a general staff inquiry into alternatives for improving
JHS learning
M. Leadership in in-service work dealing with learning theory and childhood
development as it applies to JHS group
7. JHS CURRICULUM SPECIALIST
Same as above with subject area speciality in Social Studies.
8, JHS DIAGNOSTIC -READING SPECIALIST
A. Teaching 15-20 periods per week (including group testing, diagnosis)
B. In-service training of staff in reading development
C. In-service training of staff in screening for learning problems
D. Supervision of teaching of reading _
E. Planning and implementing strong AUDITING PRCGRAiw tocether^wu..
other JHS Curriculum specialists resulting in PROFILE oi LEARnliM^
STRENGTHS & WEAKNESSES for each JHS child.
F. Curriculum planning 6 development including reacting as
integral
part of subject lie Id instruction
G. Analysis of instructional materials from rcadaailii-y
xccus
H. Training of aides to assist in reading program
I. Leadership in overall planning and evaluation
9, VOCATIONAL-CAREER-INDUSTRIAL CURRICULUM
SPECIALIST
A leadership and coordination of all programs
designed to lead learners
into oecuoaticna i -ea i ocr fields generally
associatoa
Immediately ioiicvring high school. ^fting p-egra;JNMand'oWWa
l^mrk-&"on°tho job'JrSr National guidance
,
etc.
BC.
D.
E.
Teaching 15-20 periods per week (including
counseling)
Curriculum development and planning linked
In-service training and pre-service training
Overall budget and systems management—cc
SYSTEMS SPECIALIST
- 11 -
group guidance and
to other fields
cl vacher and learning aide
vjidinated with Principal arid10.
SCIENCE-MATH COORDINATORS SPIS
A. Teaching 15 periods per week
B. In-service training of teachers with curriculum organization
C. Curriculum organization & planning incorporating principles of
"guidance based curriculum"
,
"reading based curriculum"
,
"moving
toward individually prescribed instruction", "iiexibJe grouping",
"independent learning", "linking math and science", "integrating
environmental education", etc.
D. Leadership in overall program planning and evaluation with speciali-
zation in research and evaluation
11
.
ATHLETICS -ACTIVITIES-GUIDANCE
A. Teaching 15 periods per week, (including group guidance & counseling)
B. Coordination of total athletic & activity programs JH3 & 3H3
C. Cooperative planning, implementation, and evaluation of Guidance
activities including general school programs such as assemblies,
career days, college admissions information programs, guidance
films, guidance centers and resources, etc.
D. Public relations and publications coordination .in above fields,
Handbooks, bulletins, etc, linked with PUBLIC RELATIONS
12.
INSTRUCTIONAL MEDIA-RESOURCE CENTERS
A. Teaching 10 periods per week.
B. In-service leadership (formal & informal) of staff with effective use
an application of varieties of instructional media & technology
C. Supervision of instructional media center (s)
D. Training cf aides in management of audiovisual services & equipment
E. Evaluation of various new media in field
F. Coordination of scheduling and use of film rentals, etc.
G. Training and supervision of Student Media Service Corp
.
H. Cooperative leadership in overall planning for cnanges that involve
more technology and development oi media centers tnroughouu '.no r cru-o
1 3
.
ASSISTANT S H3 PRINCIPAL
A. Daily school management activities dealing with
staif and student
personnel management. .. . .
B. Concentrated trouble shooting in matters of discipline,
sc.ioo*
attendance, plant usage, cafeteria practices, etc,
p Coordinating Intern Program
5; Working as guidance counselor with difficult
adjustment cases
F, Acting principal in absence or prin^ipai.
-12 -
Senlor Tc sobers: moy assume prime responsibility for the operation and
implementation of the instructional program. Each has
interests and skills in providing counseling and guidance
instruction io pupils in large and smaii groups. Senior
leacher^ have a thorough knowledge of curriculum organi-
zational strategies that include lf behaviorally staled
objectives" and "individually prescribed instruction".
These teachers are able to translate or prescribe learning
activities for utilization of "learning aides" and "student
learning aides" as well as "independent learning". They
are capable 01 selecting and using a variety of learning
media in order to promote a set of prescribed objectives.
They are likewise able to administer and interpret a variety
of measuring or evaluating activities and translate results
to learners. A priority for the time and talent of Senior
Teachers is that invested in modifying the learner's behavior.
This is accomplished via constant study of needs, program
efficacy, and staff performance. Team leadership v/ill be
exercised by such teachers. Self-evaluation skills should
be mastered and applied.
Teachers: They invest nearly all of their time facilitating instruction
in behalf of the learner. Teachers execute the instructional
program set forth, they serve as a resource for learners
engaged in independent inquiry, they arrange and utilize
multi-media resources, and so forth.
Non-ccrtlficated Personnel: Pre-service interns are absorbed by the
instructional setting as expeditiously as possible. Personal
capabilities dictate the time schedule foi o
x
lun c ana c -. :.th
of involvement. Paraproi es cionels work vam individuals
U33-13-
•and small groups to follow-up instruction and to offer
advice, they assume responsibility for maintaining varied
school records, they help teachers plan and execute
instructional plans, and they assist in assessing pupil
progress
. technicians serve specific functions needed
to maintain the differentiated staff scheme.
Teams, rnaoe up of individuals from each staff category, meet regularly to
plan, to implement, and to reflect upon programs aimed at the learner. Under-
lying this new scheme is the belief that the learner will derive more benefits
from it than from existing conventional schemes.
THE "MODUS OPERAND!' 1
The project will be housed within the Quabbin Regional School District,
Corridon F. Trask, the Superintendent, and Kent F. Bailey, Principal, will
assume prime responsibility for the overall undertaking. Professors of
Education at U-Mass will be responsible for the training dimensions. Two
stages are planned within the context of this Phase One proposal:
(1) September 1, 1S7Q - June 15, 1371: During this period,
management plans will be set forth, part- time specialized
in-service training will be initiated, a "state of the
of present staff utilization practices in the District
undertaken, and the needed evaluation scheme will
GU h LUU /
f V I i A ’
be devised.
* (2) Summer, 1S70: An intensive six week institute will be offered
to expand leadership skills of the Superintendent, Principal, and
thirteen learning coordinators
.
Each of these stages is amplified in the toil owing paragraphs.
-14 -
1 . September 1, 197 0 - Tung 15. 197]
.
Initially, training activities need to be worked out with University of
Massachusetts' officials so that selected "learning coordinators" can begin
to prepare ior the change to take place during the following year.
These fifteen individuals will work with members of the U-Mass School
of Education's evaluation center, research center, and center for tne study
of educational innovation. Plans for managing and evaluating the process of
change will be evolved, plans for an assessment of the current state of staff
utilization in tne Disuict wilt be set forth, and plans will be made to meet
training needs of the fifteen immediately and during a six week summer
institute
.
Initial training opportunities will include the following:
(1) Exposure to "areas of competence" (such as learning theory,
curriculum revision, evaluation, human relations, trie process of change,
diagnostic and prescriptive techniques, cost-benefit analytic techniques
and PP33, and psychometrics, to mention salient examples) which need to
be built into the repertiore of the instructional coordinators v/ill be the first
U3U
order of training. A frame of reference, behavioraliy- stated objectives, and
an implementation plan, v/ill be offered for the Fellow's enlightenment. Based
upon this exposure, the Fellows will design and follow-up their own initial
training schedule in collaboration with the U-Mass trainers.
(2) A series of short workshops aimed at orienting the entire Quabbin
staff to the theory and practice of staff differentiation will be offered by
members of the U-Mass Center for the Study of Educational Innovation. These
workshops will focus upon anticipated changes in the school operation which
will call for considerable behavioral modification on their part.
The management plans evolved will be subjected to external evaluation
prior to the summer institute; the "state of the art" survey
will be completed
by Juno of 1971; and plans for the summer training program will
be solidified
-15 -
by May of 1971 at the latest.
2. Summer, 1971 (Dates to be arrangpH l
Only intent can bo offered at this time for the six. week institute. The
institute will be designed to serve the needs of the "Learning Coordinators"
and, it will provide a setting for refining plans for differentiating the staff
in September 1971
.
The previously-mentioned
"state of the art" survey of personnel utili-
zation practices in the District offers a point of departure for the trainees
to set forth needs and then arrange experiences to meet these needs. They
will have a unique opportunity to plan their own educational experience for
the summer, with the District's best interest providing a frame of reference.
Once plans have been solidified, every effort will be made to obtain
appropriate training s<-sif to expedite the plans. The University of Massa-
chusetts School of Education offers a rich source of such talent which can
be utilized as needed, tempie City, California is another recognized source
of potential training talent.
Steps will be taken during the six week institute to personalize the
inquiry process. Performance criteria will be employed, alternate modes of
inquiry v/ill be encouraged, and individual initiative will be stimulated.
An important outcome of the institute will be clarification of details to
be put into effect when the differentiated staff plan is implemented at the
end of the summer. The institute will also provide the important human
relations and interaction skills and habits of the team of leadership that
v/ill be living with and molding alternatives it has decided to implement
in the school system.
4 . E VA L U A T I O N
This proposal seeks to institutionalize change in order to provide the
flexible programming needed to keep pace with social and technological
changes . Such an institutionalized change design requires ccuiti.nuous
U3^
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decision making throucihout the nlnr.rir.c a nd o peration cc the rrccr“"T). These
decisions provide a structure through which the project can be shaped to better
meet the identified needs stated in the program, to modify the objectives
designed to meet these needs, and tc up-date the up-grade program components
in the light of generated empirical evidence. Without data upon which to base
these decisions, there exists only faint hope that the new model to be created
will contain more social relevance than do current existing programs of the
19th century model.
Too often evaluation has been viewed only as a source of validity sub-
stantiation rather than being viewed as an essential source of feedback placed
in an active role in program design and operation. In the CIFP (Context, Input,
Process, and Product) model, evaluation is conceived of as a source of feeribac'
for administrative and operational decision-making. Both an overall evaluator,
seeking to provide evidence of the outcomes of the enterprise and a component
operation designed to monitor each part of the program for operational flav/s
and for component inadequacies are planned.
The design of the overall evaluation cf tire plan set forth must begin witr.
an analysis of the expected outcomes projected by the program objectives.
The proposed outcomes suggest four types oi final products, namely; (1>
training increments for educational personnel at elementary, secondary
ar.d
higher educational levels, (2) increased student education
benefits through
added efficiency of instructional programs (hence, increased
achievement,
better attitudes, more appropriate social adjustment, etc.), (3)
innovative
models of instruction and of personnel utilization including
the development
of appropriate instructional materials and
administrative structures for
transition and implementation; and (4) cooperative
efforts between educational
agencies at both the planning and operational
stages of school programming.
This general internal evaluation must
be designed to include attempts tc
verify the presence of the four types
of outcomes and to demonstrate that
these outcomes are a product of the program.
Once specific elements of the developmental themes are operationalized,
plans can be maue to obtain data about the four above-mentioned outcomes.
Since operational decisions are incomplete at this time, it is difficult to
treat evaluation intentions meaningfully. Precise evaluation plans cannot yet
be related to proposed plans, because specific short, mid-term, and long-term
goals are not spelled out. Once these goals are clearly set forth, a scheme
can be described for evaluating this enterprise. Details of the scheme will
be evolved during the 1070-71 school year.
5 . BUDGET
Funds are sought to provide for the specialized training set forth, for
the "state of the art" study mentioned, and for the evaluation scheme needed.
Costs are projected, then pooled, for each of these categories. The District
will offer its best effort to fulfill work commitments indicated.
A. Specialized Training (Academic Year and Summer) 13,500
1. Trainers ... 10,000
2, Expenses . ... ... 2,000
3, Learning Coordinator's
Sustenance ... 7,500
13,500
B. "State of the Art" Survey 2,300
1
.
Date gathering and analysis. . . 2,000
2. Written copy preparation and
,... 300
C. Evaluation Planning
2,300
3,750
. ...
3,000
....
750
"37'; 50
total cost $25,550
APPENDIX E
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BARRE — Ihc Quabbin Re-
gional School District Com-
mittee will hold a special ses-
sion at 7:45 p.m. Nov. 2 in the
school auditorium io explain
Quabbin’s guidance program.
Mrs. Marcia Johnson, com-
mittee chairman, said the
meeting is the result of
requests from several resi-
dents.
The School Committee and
school administration will ex-
plain existing and planned
guidance services at the
school as well as the “current
problems and issues associ-
ated v/ith chancres being made
in the Quabbin system. ’’
To make the meeting more
relevant to t.hose who 3H.e«d,
the committee has asked that
anyone wishing a particular
topic or issue to be examined
or explained to register such
interest in writing with the
school superintendent before
Nov. 1.
The questions will bo made
a part of the program presen-
tation, according to the school
board.
The scheduled program will
begin at 7:45 with Sup.. Corri-
doti F. Trask's assessment of
the needs and structure of the
school's guidance program.
Residents will then have an
opportunity to respond to
Trask’s remarks addressing
their questions to the com-
mittee, school Principal Kent
F. Bailey and Trask.
The session will close with
' small-group discussions and a
large-group feedback session.
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Special Meeting Called
On Quabhin
BARRE - The Quabbin Re-'
gional High School's guidance
program will be explained at a
special session of the district
school committee at 7:45 pm.
Tuesday in the school audito-
rium.
: The special session is the re-
sult of several requests from
‘‘local citizens”, according to
Mrs. Marcia Johnson, regional
committee chairman.
The School Committee and
administration will explain the
existing and anticipated guid-
ance services at the school as
well as the “current problems
and issues associated with
changes being made in the
Quabbin system.”
The committee has asked that'
anyone wishing a particular top-
ic or issue to be examined or
explained to write to the super-
Guidance Unit
ffnhf
intendent of schools before Mon-
day.
Questions received by that
date will be made a part of the
!
program presentation, accord-
ing to the school board.
|
The program is scheduled to
I begin ?.t 7:45 with School Supt.
Corridon F. Trask giving his as-
sessment of the needs and
structure of the guidance pro-
gram.
Residents will then have the
opportunity of responding to
Trasks remarks, a: dressing
their questions to the com-
mittee. School Principal Kent F.'
Bailey and Trask.
The session wiii end withj
"small-group discussion" ana a'|
large-grouD “feedback session ”1
The school's guidance pro-i
gram has recently been enti-
cizcd publicly by both students
and teacners.
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Hubbardston and
By JOYCE R. ELIAN
{ The association resolution on ' ,r’"riwick.
JTeiegiarrt Spencer Bureau administrative pyv cuts cup- 0 tV.harn.
BARRE — The Quabbin Re- gests that such personnel "vo!-; The salary schedule which
S‘ona
^
Teachers Association! untari'y take a 10 per cent cut teachers have agreed to keep
(QRTA) voted Tuesday that it in their 1971-72 salaries and that for the next two school ve us
would not seek a pay raise for these amounts comprise their) has scales of $7,000 to $9,800 m
next year and that it would ask 1972-73 salaries
. .
administrators to take a 10 per
cent pay cut i Highly Paid
The association also unani-j The association noted
mously gave School Sunt. Cos ri- Q’-iabbin administrators
don r . Trask >Jr., a vote of * no ocen cicariy amor.g '.he liicn- 1
-j-irtitnum for a muster's tie-
confidence’' in his leadership! es t Pa 'd in the state tor ••
-gree, $7,600 to $11,858 in 12 steps
and in policies he is implement-: school districts of comparable irom minimum for a m n't": >
ing at the regional junior-senior; size 2!'d characteristics.” ' plus 15 credits, and $7,309 to
j
eight steps from minimum i n a
'bachelor’s degree. $7,200 to $10.-
:
656 in 10
that, for a bachelor's plus 15 cri
steps from minimum
have 590 '0 $11,544 in 12
its.
iters ii >m
high school. The teachers said their “no $12,168 in 12 steps from rnin-
The association said in voting: confidence’’ vote on Trask was imtitn for a master’s dIus 39
against seeking a pay raise for taken “after considerable delib- credits.
next year that it was showing eration concerning what the; The teachers and School Com-
its ‘'genuine concern for local QRTA regards as deteriorating' mittee agreed to that schedule
taxpayers in light of the present: educational conditions at the ju- for the 1971-72 contract last
economic conditions." nior-senior high school.”
;
February, but have not been
The tenchcrs noted that they I The association 'listed the; able to reach full contract
“are refusing to seek salary three actions in a press release agreement since. Their last con-
•base increases, even though last: yesterday, saying they give tract expired June 30.
year (they) worked under a /'evidence of the teachers’ com- The two side's are bargaining
salary schedule based on ere miimcnt to the quality and di- now for a new contract, but
of the lowest minimums in the reckon c-f the education ottered have not determined which year
state, and have not yet received, at Quabbin Regional High School or years it will cover,
the increases provided for by and their sincere concern tor- Negotiation sessions, open to
the salary agreenv at of last the taxpayers of the commu-; the public, tire held from 7:20 to
February because of the Prc.-r tunes winch they serve. 11 p.m. Mondays in <.Lc higu
dent’s wage freeze.” I The communities are Bane., school library.
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BARRK - Tile Qudbbin Re-
gional Ter- criers' Association
(QRA) has voted to seek no
pay raise fcjj- next year and to
nrirniri.sirators fake a
10 per cent pay cut.
The Vr'RTA approved resolu-
tions to this effect Tuesdav tc
show its "genuine concern for
local taxpayers in light of the
present economic conditions.”
No Confidence
The association also unani-
mously gav\ School Sup*. Cor-
ridon F. Trask Jr. a vote of
"no confidence"
; his lead-
ership and in policies he is
implementing at the regional
junior-senior high school.
Teachers voted then- acinus
cent cut in their 1971-72 sala
rics and should maintain that
P^y level for the 1972-71
school year.
Tnc association said Ouab-
bln adm:ni« ra(ors have been
cr.early among the highest
P?id in the state” for com-
parable school districts.
The salary schedule which
teachers have agreed to keep
llJr trie next two years has
scales of $7,000 (o $9,300 in
eight steps from minimum for
a bachelor's degree. $7,200 to
510 656 in 10 steps from min-
imum for a bachelor's plus 15
croons, $7,409 to SI 1.544 in 12
Steps from minimum for a
master's degree. $7,600 to
SI 1.858 in 12 steps from min-
imum for a rra s t n r's plus 15
credits and $7,300 to 312,163 in
lAs/V
12 steps from minimum fur
,
master's plus 30 credits.
That schedu'e was ad'-m-n
last February for a 1971-72
contract, but teachers and
school board have rot been
able to reach full cr.-; r .ict
agreement since the*
Their last contra-
i
Juno 30. and thov
. t>a r
gaining tor a new.cci.wact.
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in a statement released yes-
terday. The statement said the
vote was an indication "of the
teachers’ commitment to the
quality and direction of the
education offered at Ouabbm
Regional High School, and
Teachers said tn°ir "no con-
’idence" vote on Trask "as
aktn "after considerable ee-
iberatien about v, tat r h,-
}RTA regards ?s detcriorat
ng educational e'^mri-.v.-.s at
i’ie junior-senior inch school. ’
Want to Raises
Vie association s.-.ui tr'ch
rs “are refusing to s-.. x sa’a-
y bate incren-cs. even
i.hough 'fcu year they vvork.d
'odor a salary selrdtile based
i one of the lowest min-
nums in the state, and hove
it yet received th<- increases
•ovided for bv the salary
;r *e.T.c:it of last FYbru«i v
cause of the President's
pgc freeze.”
Cul Salaries
Teachers said admiuis-
litors should take a 10 per
_
BARRE - Corridon F.
Trask Jr., superintendent of
Quabbin Regional Jumor-Sen-
morning that if the school's
teachers will accept a general
10 percent cut in salaries
throughout the system, he will
be the first to submit to the
decrease,
"If the teachers are really
serious about the local tax
problem." Trask said, they
would offer to take a salary
cul alone with the recommen-
dation that the administration
do so.
Trask said a cut in adminis-
tration salaries amounts to
very !::;!< com pn red with
what a similar cut in teach-
ers’ salaries would save the
taxpayers.
IVa.-ik said he has trouble
understanding the parallel
drawn by tnc teachers and
tiie equiiy of the teacher
IC'.iUrSt.
Trask took exception to the
teachers' statement that they
wiil not seek a pay raise this
year. They nave a salary
schedule which guarantees a
normal step increment, Trask
said.
Trask said the adminis-
tration has no such salary
schedule and he said his per-
centage of annual salary in-
crease is less than that of ihe
teachers.
Trask said it “wouldn't
bother" him if such a salary
cut were recommended "at
the school board level” to-
ward generally cutting school
costs, bur be questioned such
a proposal coming from the
teachers' association.
Trask said it is difficult for
him to comment on the asso-
ciation's vote of "no con-
fidence" in hi'm. He called the
move a "generalization" 2 , id
said tix association’s actions
appear to be ' becoming very
personal.”
iheir sincere concern for ihe
taxpayers of the communities 1&r High School, said this
Ahich they serve."
r'.<" r"n,--y* y--*
zi VaC-Vr *lr"T "rr'(
“I find it very difficult to
respond intelligently to such a
generalization." Trask <;hc.
“I would hope that unen •: o
association takes a posi;:<-:-
like that, it wouid be specif-
ic.” Trask said.
Trask said it is unclear
whether the lack of con-
fidence is in him, the pro-
grams the administration and
school board are implement
ing. or a part of the sc pro-
grams
“When you get outsiri: th-
association. I think you fir.-i
that teachers recognize that
at least some of the programs
have merit." Trask said.
Trask said it is up to the
school board and the comma
nil y’ to determine whether hi-,
judgements and competence
are lucking.
"The association can cer
ta.inlv exercise its point c f
view, bui docs r.ot make the
decisions, Trask said.
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SPEAKERS at annual meeting of Massachusetts
Division of American Cancer Society were Francis
VV Hatch (left), president of Casons Community
Hospital, Casiire. Me., and Samuel Seegai, vice
president of the Massachusetts Division. Five
Massachusetts cancer researerters received grants
worth up to caO.OCO.
ot
t ox ••Consc I ou s Tsscher:
Vote Down Raisc .aw O Huesr
BARRE IAP> — A redoiMl
teachers association in western
Massachusetts ha? voted rot to
seek a pay ir.m.ease “m the
light of present erencmic con-
ditions."
At the same time, a spokes,
man said yesterti i> . th : O-an-
bin Regional Tea-: hers A-im.
voted to ask adnun -ir-." ; to
take a 10 per cent
"•
*v xr.
The spokesman mid -.laVi-R
administrators are e : ciby
among hie r. uthc..' P'"-i :n
.,tate (or school districts of
com parable site and character-
istics."
The association said the de-
cision rnt to seek a ray raise
was made Tuesday out of " aor*
uine concern fc; local texpay-
Ihe teachers said they ar-
rived ,,t the decision men
eh last year they worked
on a salary schedule thev said
van caved or or.r of the imve'T
minimum; in the stene. They
ad-lm that be- tu-o of F-est-
c'er.t Nixon’s warm ‘mere coy
have not yet nvvvod in rm. es
provided by a l obru my S2i.»ry
agreement.
That agreement P’fV'ded s
pay seals of S7,C C-i. 1 1 for a
teacher wi b a
’
'
•
" de-
gree. S7 .-J-Vr?'. 1..’!I Mr ? mo-
tor’s degtee * ' i
for a icu>.i> ,'.r uitti a n - nor s
plus 30 crcdi*'.
n ff f *
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BARRE — School Supt Corri- derstanding the parallel drawnl would hope when the associ-
.don F. Trask Jr. said yesterday by the teachers and the equity ation takes a position like that,
he will be the first Quabbin Re- of the ORTA request. i it would be specific." he said,
gional Junior-Senior High Trask took exception to the Trask said it is ur.c’ear
School administrator to submit teachers' statement they will' whether the lack of confidence'
to a pay cut if the school's not seek a pay raise this vear. ; s j n him. the programs the ad-
teachers also will accept a sen- 'They have a salary schedule ministration and school board
eral 10 per cent cut in salaries, which guarantees a normal step arc implementing, or a part of
The Quabbin Regional Teach- increment. Trask no’ed these programs,
ers’ Association iQRTAl voted Trask said the administration
-When vou eet outside the as-
Tuesday to seek no pay raises has no such schedule and he 30c j ^iun/ i think vou find that
for next year and to suggest ail said his percentage of annual; lcac iie ,.3
'
reCo<mizc at least
administrators take a 10 per salary increase is less than that V’0me
' <
0 f . r!e Veerams
cent decrease, effective thi« of the teachers. 1 merit." Trask said."
vear and lasting through the Trask said it "wouldn’t both-
1072-73 school year. er" him if such a salary cut
The teachers passed rcsolu- were recommended "at the
tiors to that effect nut of con- school board level ’ toward con-
cern for taxpayers in the four erallv cutting school costs, but
towns the school serves, a he questioned such a proposal'"''
1'"'5 '
ORTA release said Wednesday-' coming from the teachers’ asso- Tae association can
emu n-
The towns ate Banc Hardwick, elation.
1 cxerClse 115 00
J|'
t V52
."’
0U
.l
*
'
, docs not make the decisions,
Hubbardston ana 0 4,w n. »No .Confidcnce- Vote Tfask sa id.
"If the teachers are really .
serious about the local tax prob*
' hi audition t
letn,’’ Trask said yesterday, passing the salary rccommen-
"tbey would offer to take a Nations. gave Trask a vote of
salary cut along w«tn the rec- ..,l0 confidence” in his lead-
ft'rendjtion that the adnunis- , .. • ,omen'
,
^ ershio and crograms he is im-
tration do so. ‘ . . .
plementing at the school.
Save Taxpayers ;* Trask said it is difficult for
Trask said a cut in adminis- him to comment on that vote.
tration salaries, would amount
calling the move a "general
mi -j-H...
iv.,:;an- and saving the associ-
to very little compared with^ £tions ‘ a£* a r to be
what a similar cut in teacner-. - - 'becoming very personel.”
salaries would save the tax-; find it very difficult to re-,
spend intclhgeiuly to such at
have
Trask said it is up to the
school board, and the commu-
nity to determine whetner his
judgments and competence are
payers
Trask said he has trouble un-j
generalization," Trask said. “Ii
Worcester Telegram Thursd&y, Sept. 30
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^BARRE A student protest! spokesman and one of those! $ Extremely large classes. |
is in its fourth day at Quabom
• who started the protest, said 1 Bailey said this is prob
Regional Junior-Senior High J last night that only about 100 true in -mine cases, and in some i
{School.
_
! lunches are being served each of ;he<-e instances by desim tor 1
<. lhe administration feels most
|
day at the school, with an or,- l e a m-teaching purooscs. He
of, the issues are unfounded, jrollment of about 1.QC0 students.
, said some clos es are probably
The mam cierncnt of the pro-
1
i c.ls0 too srnail. He said this is 1
test, is a boycott of the school) D,s >5 ' easccl by Situation ! not linusual at lhs s ?an. 0 f a >
cafeteria. It was initiated Fri-i Borelli said the lunch boycott school vear. and that nrobiems 1
day, by a group of students who ^is a means of protest against 1 nrobablv will be corrected as
call themselves the ‘‘Student 'the “general situation" at the the von'r nrneresses
Union.” ‘school, but that it also involves,
Principal Kent F. Bailey said the lunches themselves. ,
yesterday he woud meet with! Borelii said. “We've been sick I
.
students to advise them that the: of the way everything's been ; :4
yea p og .
O Poor study halls.
Bailey said this complaint is 1
out of c ontext and he has asked I
deas of -he seniors.
q Substitute teachers who
!
cafeteria will close Mondav if: running." He said he and other
• ttie “count doesn’t corne back.” ‘students want Quabbin “headed
,
, ra
. b?iley said the caietena ism the right direction oetore ,,
serving about 300 students now evaluation next vear fcv the "y 1 ‘‘'"‘h
.....
,
„
.. „
,
,
. ... Bailey said this is s “general-
and ordinarily serves about 80O. New England Association OI i,a .; on » yp> r. ; (j the -chool
He sail fne lunch count has. Colleges and Secondary Schools. 7 ’ , ‘
^ f
•’ «,» .. vk • '•-'i ‘.llJii r.‘J wU. »• *v
gone as h.gh as 9iQ. i Borelli said one at the major
A spokesman said the ’ concerns of the union is the
“union” is protesting what it; turnover rate of teachers,
says is the deterioration of the I Bailev said the teachers who 1
educational orcce.ss at the, leave the. system "have, individ- 1 . .
lually, good reasons for doing eryono in t ie
c*a?s.
I
b
Bailey said this comolamt m-1
necessarily “certified" subsn-
:
tute teachers, and tic feels this 1
,
is fairly well achieved.
O Not enough books for sv-i
school.
Yf- Attend Meeting
The “union” plans to have
volves an isolated situation. Hei
‘said this can happen at the s' art
:
Several Complaints
“as
1
mai.y kids as we can" atl Other complaints of the unien’of a school year w th a c/^s,
the next school board meeting, are: jlarger than anticipated. He saiaj
to submit its grievances andi n. y0 trained guidance coun-; tne additional boons
nevded thisj
;
sclors.
Bailev said this is not a fact.
year have been ordered.
Students 'Used'
ideas for inprovement.
Bailey said he feels the union i
charge of “poor lunch menus" 1^.
.
. ,
. .
K
change in the system whereby v,
v
-
l0 initially took port in!
is. in ivs opinion. ne»ng useci '° .
cac
’
ncrS become involved as protest have since told him
1
rally the students. ;
“student advisors." but that wore not in agreenier.tl
He said the cafeteria serves,
t
,.
e
..
e
,
s a irs inctj guidance
!
v .; t
-
n ^ : ssues and feel they
insutuiionm
„
-
.
..
./.he said there is a year-old! Bailev said manv of the stu-!
is not even an issue. He saici ,f
superior iunches
and it is unfair to Citeteria p ,'r-
counselor employed as such and ! v;e ..0 sed.” He said he is not!
.
.
, divre arc other teachers 'v^°' certain whic
sonnel that the sfuaeiits t-.nouia r^eet sue:: standards.
use the lunch program as a rai-h
^ Nocgrtifiec! librarian.
lying point.
Bailey said Bailev ca’t-:i this
\z true, but -sc*
jing part in the protest.
|
Borelli said. “The teachers!
cem to be wita us. ’ He saidj
CoundU the official voice of the; materials. A ts
a
stuiler.t body.
'Nicholas Eorcili,
V 1
icooidsnator ano two
who con id. teach
!
union! said.
Wi7
i*
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BARRE-The 1972 Quabbin
Regional District budget will be
presented as a first draft
proposal at the Quabbin
Regional committee meeting
tomorrow. October 2’. Program
additions and program changes
being proposed by the Quabbin
staff and/or administration will
likewise be presented and ex-
plained to the committee.
Supt. of Schools, Corridor.
Trask Jr. stated that the
Quabbin committee has sent
invitations to selectmen and
finance committee members of
the four-member towns of the
Quabbin Regional to attend
meetings scheduled for the
express purpose of analyzing
budget proposals and making
1972 budget decisions. He also
expresses on behalf of the
committee, the urgency and
importance of active in-
volvement of citizens of the four
towns. This is the right time for
parents, taxpayers, and in-
terested citizens, along with
students and teachers, to maae
their concerns known to the
committee and to become
better informed about the
problems being faced in tight of
overburdened taxpayers, poor
local economic conditions,
teacher negotiations straP-gi* >.
and administrative proposals
. 9/zoh/
that promote changes in
programs and staffing patterns.
In light of the recent
registration of concerns about
several elements of the Quabbin
program by students and by the
Quabbin Regional Teachers'
Association, it is even more
critical that ail parties con-
cerned about educational
conditions and alternatives that
seem reasonable for committee
consideration make such
proposals directly to the
committee as part of the
decision - making requirements
facing it during the next two
months.
The third Thursday of each
month will be used speeificaiiy
for oudgel study.
i
Ui49
•ft ^ oTJ o 2V
t- 2
3 o —to °0 3 3
•>< 3
P- ft °
to 3 o
cr ft.
2. o c/in i n _
</> ft 3C O ~
s
-S'
o^
3 $ M
CL T OC ft" 3
&> ft 3
S^2.
5 3
c oo
O 13
*1
5 c
o <
3 o
3 S
a. r
*3
.v;
^
• o> £
> O
til
o 3' 3dc2 2^
:.a«§3S2
o o
£ oft
S to
Ei w -
VJ rr
'
o 1
3 3
° t)
nr* *<
-• 3 D i ^
cr. o o m. —'•
era
M 5
— n. z
r> f*
cr ? Z.
^ : c C
Ei S'"
5 § I-
«— CJ 5 d
r; = o 2
9. rv o2. w 2. ** 7 2 .“•
»
O C* ft CL “S 3
- s> o o o -r
5' 3 S o 3
? C Q- 3 —
;
2-3 ft w eft
— E «- o*S n r£ " ft.
O Cfl ^ C— •“!
j rr r.- ~ 3
'J'.
5^^
ill!X •*! O
</» ^
VJ * <
zz 2. s • 2
»• O 7,-
3 o o *-
'ft „ 2 53 o 3 <
rj o o
y> — X _O ; o
to o
a acre?
CL O *< O
r/i to cr
£ — v;
3 C
1; '*
=; 3 *
*1 — o* -«
•
-
' c rr
-3 v» o n
C-O J
r.
o o
~ <-j
^ cr* ^ -J
o 2. s;
r- o u
o o
2. XT
n zt
g a g.3 to
(03 O
c.3 :
H.
Cl
o’ Er3 O
*5
-x
HcrT
3 O
O *
a. x 2. o
a I3 C- O ^ 4
2- O
4 o
rr ^O *r
ns <t
ryj
T3
O
o
c-
3 -i cr
o y, re y
3 IT.
^ 2
*• 0;
—V
S
7)
^ 2
5 o
3‘ Cl
ST a-3 •<
n
o
5 a
O
fto a
^
'-/
cl n
•r 3O oq
— o
S3 2L
cr ll
ft 'a
-L -I
TO ='
c 3j
O - O —
» w-S”
§• c 5 g
3 o o -a
C3 “ rp
8* 5*9§ o
c 5^ w
-
•a 5. or ^
e. 2- 5- gr 5
> °
o
S s
to cr
C. cr
§ 5'
L ®
*-j CO
o
3 s c 3
l
-
r, n z
a = 3 ~ " « * ~ ft o
<
•
• -. wO - ~ < 3
T1 n
3 9
3 O
3 C
" 2
==" M ^ o ro *. 2) ^ ^
:.'
7 c r. 1
o 2. a? '<
m
^
co
2 w ^7 ° rcL?c - - a ri 6 c 9.3 n r - n c _ “3 — < v> « C C Lr 3 ^
o
3*
c
C
7:
3
<*
cj ^ zr * —
-
- o
^ 3
m 5 3*
^ ^
~ o *<
“ 2 f-*- 7;. ^
3 ft “ft" "3 d
—
to O ry
3* Cl to
cr s
t- o 2»
3"
“-• ft s ri < 3
< £
rr ^
3 7J X’ O 72.
o : - ^ 2
cn x -., ^ 7a 4
- *<
T-
'3
o 3r< S too
rr ~
o o
c
CL O to S 3 o
< ft £, O -1 fti
as o^ -
- cr
»<
o
rr 2 too 3 . sj -^ ***“ to ft o 3* c ft 3 3 c. ft o ^
tj “ r “ rr 3 c* zt ^ ^ — • zz •* 3 ^ rr y *< 3 ^ o
,.-.>or;>^>^c^o(traoor)CLC!-^to;•^?f/, .? . . 2,
«
to £ to n - z a vt rr ft ,j c to
- ;i ft a- r
"
'
:> ~ a.
^
•-• ft ft
=
o to. .., u vi >j r: ft l. r r>
to cr. o M • • .a to
_
o ,- .. -
3 .3 a a-
• 3 O O ‘C Ol U> ~\ to (5 (l \ i L
5$
>4
o
- » r ~ 3 rr-
rr C-. —' w -•
* T 7Q O 7A
)o ojdoj
\[}U3JBddD ’/'JR J” 81 i0dUit,,
..•©suppinS »m ai js3.ic!ut -r;otn s«? ;;o.^
li’fajaAaj^uoo 5-c jodpnq jo oinij s'iqj ir
O^t y
% 0
- )
c^'n
Ci >
c:J
ctri
tn.’ >
HTJ
o
cm
t:.rrVO
LV
»( '
irr-.ra
c
ir--,
c
-C
L J
iJJ
f*in
CSE^I
CD
fw^i
.o.J\
;
<rr^
—
-;-i
r*rrra
^ D
ty v
\N vJ
erma
D:"\%\J
•o J
•m a
«< ^
trrc-i
ett. i
\
irrr/
O A
L^.J
cm
ESSv
b’
r.j
lira
W
rr ru
Vw-r,«
cm b
tm
c:.ry
c—
n
^ D
f
-
V"D
V‘
-J
r r:a «
"V.
D
Krm
errD
V'
» • “1
M
t ratv
trjna '• Jiu < i *
v. Viss^iB v&ffr«.W bd iiM *t«j
«»
\ I ^ «-'VW\
rra *» n
;| n H ilra
fi V, „-,4 t UN Lit 0'» 3'c *
»{M
/^N "i n *-«**.^
' ' f •! !l »• M
"l
/T"»\ •
ft> Vjr.> i*,®/ ^'
.il «r.* k>J l*J V
.j> vj'K
irrr® npn (?*«n .o"-??,
«l«e xsaA* •izjp »*» *.! ''TJ> t.o
BARRE — The Quabbin Re-
ional School District Com-
mittee and teachers’ asser-
tion have resumed bargain-
ig for a new contract, but
ave not determined which
ear or years it wiil cover.
The committee and teachers
.arted a review of the 1939-71
intract last night to see
hifch points of that document
m! be retained or changed,
c contract expired June 30.
The teachers,, in rejecting a
.Tool board proposal to work
rr. a contract draft resuit-
g from bargaining last
,-rir.g, indicated they might
ring an unfair labor prac-
,05 charge against the com-
jttee because of that draft.
The teachers said that con-
act proposal was presented
the School Committee as
final draft of a 1971-73
• tract when the -*;wo sides
J agreed on the .compilation
a “working" draft of a
: 1-72 contract., /
j Eugene Caille.'a ieoresei'.ta-
of the Massachusetts
t -chers Association who is
• ;otiating for the teachers.
• j the school board draft
>.s not an accurate reoresen-
Hion of the bargaining.
'Inflated' Pr posais
“Wc feel some of the pro-
osals have been inflated.”
faille said. He said teachers
;e! they have been "steam-
oiled” bv the school board
nd would ‘‘not be dunea
ito accepting a contract so
:e committee can meet its
»rc. 1 budget d-wllmc.
Caille said in drawing up its
contract draft, the school
board “unilaterally changed”
some of the proposals, tie
said the board has made oth-
er unilateral policy changes in
the past.
Matthew McCann of Wor-
cester. an attorney represent-
ing the school board, said the
committee felt its draft was a
bilateral effort.
The committee and teachers
had rot settled issues of guid-
ance duties for teacners. ex-
tracurricular positions for
learning coordinators or hir-
ing ancillary personnel, but
i
I
*. r
f(
“
'F~\ * ’ m’0 » »
\(&)r Lj k4 kla l.i
had agreed on the rest of the
contract. McCann said.
"You say quite casually
that these i contract propos-
als) aon't represent bargain-
ing. but the School Committee
says categorically that this is
not true.” McCann said.
McCann asked that the
teachers accept the contract
draft as a bast for new bar-
gaining so the negotiations
from last spring would not be
wasted.
“Just because a lot of work
was done doesn’t mean it was
done -right,” Caille said He
''do>*a 'kC&A Lb
tMij
said teachers accepted a sal i-
ry schedule “on good faith”
before other contract items
and ‘Things suddenly
cnanged" in their bargaining
with the school board for
fringe benefits.
“The teacher; have gone or.
good faith about as far rs
they’re going to go.” Caille
sa'd.
The two sid^s l ave agreed
to meet from 7:3u to II •> m.
Mondays for ncgitiaiions. The
sessions arc open to ike pub-
lic. Until last merit's meet..eg.
they were closed
hSl
\V*dn**<?C y, Get. 17, 1971
{
"Quabbin Comm ittee, Teachers
<
"
Begin Contract Talks Aaain •
BARKS — Tiie Quabbin Pc- 1
gionai oehcol Committee and
Teachers’ Association started
bargaining again Monday lor a
new contract.
,
The committee and school
board are reviewing the 1969-71
contract, which expired June .30.
to see which points of that,
agreement they will retain or'
change. They have not decided
what year or years the new con-
tract will cover.
The two sides have beer, nego-
tiating for more than a year
without agreeing cn a new con-
tract. They have ?. creed on a
1871-72 salary schedule.
The session Monday repre-
sented a row s.art when the.
teachers rejected a committee
proposal to work from a con-
tract. draft resulting from bar-
gaining last spring.
The teachers also indicated 1
they might bring an unfair la-
bor practice charge against the.
School Committee. i
on the compilation of a “work- agreed or, the rest, of the con-
mg'’ draft of a 1971-72 contract, tract. McCann said.
Eugene Caille, a Massachu-
"
You ;av quite casually that
setts Teachers Association retire-
;
thcss fcon
\
ract T°^ a;S ' <jon
'
t
_
. ,
. ,
represent bargaining, but the
semative negotiating for the School Committee Siu S rate-
tcacners. said the school board coricallv that this is not true."!
draft was not an accurate rep- McCann toid the teachers,
resentation of the bargaining,
last spring. Wasted Effort
“We teel some of tlic propos-' *' lCEann asked that the teach-
als have been inflated." Catiie eis
.
ac "e f>- the contract draft as.
said. He sa d tne teachers feel a * ;C
’
r nc
"’ ''.
t r*r
g
sc
they have been “steami-oiled" lhe negotiations trom h?t -rm?
by the school board and would vvcu!c1 not be a "'as-led effort, t
"not be duped” into accepting a because a lot of work
contract so the committee can •; t,s ^°",e doesti t mean it was
-
meet us Dec. 1 budget deadline. ,-'one nS ;
’
1 - Caihe said.
-j ,, . . . He said the teachers accentedCame said that n drawing to „ , . , '
•
, * ,,
e salarv sc hedule on good
ns contract draft, the scnooi , =
„
„
,
..
.. ., ... faitr. before otnet contract
board unilaterally changed . .... . •
...
,
, ,
-
,
r, • items and “things suddenly'
, •
,
• started changing in tneir oar-
u* boara h«s R»ce olnor ornta- bi n,. h
’
the school oc,..„
tcra! policy .. anges in tnc past.
fj,^ tcnc ,,. s
Matthew Mcuaun of forces-
-'n;e teachers have gone cut
ter. 3n attorney representing- gootj faiJth about as far as
tiic scnocl board, s^io inp com- f pcin^ to ^o,** c3 i il «-*
mitice felt its draft was a biia- S aid.
teral effort.
, The two sides have agreed to
Tnc committee and teachers meet from 7 30 to 1! p m. Mor.-i
had not settled issues of guid- days in tne high school library”
ancc duties for teachers extra- for negotiations. The sessions]
Final Draft
The teachers said that the
contract proposal was oresonted
by the School Committee as. the curricular positions for learning are open to the public. Until
final draft of a 1971-73 contract
when the two sides had agreed
coordinators or hiring of an- Monday’s meeting, they were!
ciliary personnel, but had closed.
i
IQuabbin i eachers' Suit
\
I iclvhf i
!
BARRE - The stale Labor! The QRTA charged in the suit!
'Relations Commission has dis-! that the school board “inter-,
missed an unfair laoor practice 1 [ c r e d with. restrained and
3i.it filet. i)> the Qujybin Re-j coerced.
.
.its employes in the
jgional Teacher-) Association; exercise of their rights
.
.” p.-o-
.(QKTA) again, t the Quebbim vided in the section on coilec-
[Regk.nJ School Commntce. '
*ive bargaining nrocedures in
i The petition was dismissed .. . ...
,rw n „ • . :*iie state s Genera Laws,uec. ij. aiter teaoners and the!
School Committee had present-
"^‘'c teachers also said the
ed information oa their dispute school Committee interfered
to a. commission examiner andiwith “the iormation. existence
before the petition reamed tne y-nj administration’* of the
.?Sr,
rf * U*ml commlssio ’!
;
teachers’ vneiadm: MM <o
i T!ie °QRTA filed the petMonibarjaln in (004 iaUh. and -ooi-
Oec 12. Teachers met Oct. 23. i laterally and unlawfully re-
and the school board Oct. 23. moved from the bargaining unit
.with an examiner for the Labor positions and employes whose
'Relations Commission. existence and compensation was
;
The commission dismissed the 'included in a collective bargain-
lease Dec. 13 and the school ing agreement jointly ratified in
board learned of the action Dec. February of 1971. . .”
•17, according to a release yes . The school board denied all
.terday. ! the charges.
: In light of the commission's! Die committee and the QRT
A
action, the school board has have reached contract agree-
asked the QRTA. to resume cor.- r.ent only on salaries tor this
.tract negotiations. senoo! year. Their last contract
The ioaclicrs and sekonh expired June 3Q.
beard suspended bargaining Vie QRTA also voted Oct 25
Nov. 22. pending the outcome V that it would not seek s pay
the unfair labor practice suit, ‘raise for next year.
JgtJd viajC HtU'nimj Cbarrllf Worcester, Wed., Ilcv. 3, lVi t
BARRE — Anthony J. Men-
egoni has resigned from the
School Committee, and iti ef-
fect, the Qii;.<bbin Regional
High Schooi Committee, effec-
tive immediately.
Menegoni submitted his res-
ignation yesterday to Mrs.
Frances E. Sullivan, town
clerk. He is the second school
board member in as many
weeks to resign.
Last week. Albert J. Ke-
gienus. aiso 3 selectman, re-
signed from both boards.
Menegoni gave no reason in
the letter of resignation for
his action.
Regicnus said last week tils
resignation was because of
lack of time tc d?vo:e to the
post and because he disasters
with the cost of programs vec-
erntner Jed by the school ad-
ministration.
The Bs-re school board
an* erratically serves as this
town's representatives to the
Quabhin committee.
Menegoni was re-elected in
March to his second three-
year term. He was appointed
in August, 1267. to fili a va-
cancy on the board and was
elected to a fuii term in
March. 1963.
Menc-goni was unavailable
for comment today.
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LETTER TO THE EDITOR:
• We’ve hoard from the
students. We’ve heard from the
teachers. When will we hear
from the school committee and
administration concerning the
problems at the Ouahbin
Regional High School. It’s my
guess that we won’t. Perhaps
the committee feels that if it lets
^hc jssucs blow over people v. ill
forget. The committee
seriously misjudges the
legitimate concerns cf
responsible citizens if it thinks
the community doesn't care
about its children’s education.
Already there is sciious talk
about forming a parents' action
group to impress upon the
committee the need for con-
re^e answers and concrete
programs to redress the
problem at the high school. It’s
a shame the committee is too
emotionally involved in its pas*
decision to act on its own.
One need not even judge the
merits cf the teachers students
and parents position. The nord
practical lact is the teachers re
not believe in the kind of ac-
tivities they are required to do.
it may be a surprise to ad-
ministration. but the days of
authoritarian rule have gone.
When a group of adults, be they
teachers. assembly line
workers or doctors are asked rp
think and behave dinerentiv
*
f
I
V
there had better be at hand the
kind of inspired lead' r shio
which can cause an. act oi mitr.
to be made Our teachers
evidently have no faith in the
leadership here or these
unorthodox program* would
succeed
The solution to tho -re.Me n s
obvious. The committee ar.ci
adniinisiration must he n.-ce
aware by phono cal! or no - - - id
contact that wo of tue ‘. tu. . • r.
District care enough to e
some answers to tne un-
fortunate situation in our
school. Furthermore rbrnae
answers must *o fur:. - t x
vague defense of thestatus
They must contain solutions
as well.
Glen A. Hersey
*, >»l-*n--‘. +-• -
. riTy i ^
^•pon Letter ro residents ofhe
^
ua tibin Reqiona! School District
mora l Ration to cor
^
S0^h!,0
:
,
• f*cl *
regard to the ri'n^rv 1 ,, * ..
° >.c public our portion with
Regional High School
'* on, 'I3, :ng conditions a: Quabbin
,
payers are well served
° '' tuc:ci,
-s
-
parents, and tax
ci,s»kW impa:red by
P^’
S
in
Pe
r,
r” ,i0” ,MCherS ***"ve^TdHT-rto^
SSS---M
?
rn ' riv pivon t0 academic counseling hashorn abolished and in its place teachers hav* h~>r assjgredlosaidy hails and/or guidance-like duties, which ?handled by certified guidance t^cIV v n\
***“
- considerabte l?“ach“
' irrfioM^o
CnCr
-
y 0n fn*teachin^ tasks. Facultv however’
5w provide academic counseling, but at the expense oft.ie.r preparation time. Students suffer eRbe 1* (t™ a '• f ic rf
"®* M» *. cavefcUv
.repaid fessons
““ -
']?
*‘ 7
'e
?
t
'.
,c ,acult >‘ ha s been reduced while the student
T'! ?n
,
3S increased. As a result, class sir.es have grown
wutw’tS, Cnnnot receive tbe individual attention which the
»cachets feel is necessary
Educational innovations at Quabbin have floundered without
odepuate direction or evaluation of previously 4ic { ;,-,progrants. The student body and staff have been used in guinea
pig fas.iir.-n ,or any eoucationa! whim of the school committee
ana its executive officer. This 1 as caused severe confusion in
the school. At this point, the instabilitx of the educational
situation at Quabbin makes it impossible for teachers to refine
?<r»u revs? curriculum or develop meaningful lor.e-rarme nlarm-
T?:c frustration felt by teachers is reflected in the larr« staff
turnover of the past year, particularly among highly uualified
can exp ;rien ted staff mom.! crs. I ! e extra demands on teacher
time, i»'d energy that have
.been added in beyond a full teaching
K:d have necessariiv resulted in dilution and inhibition of the
teacher’s classroom performar.ee. and thus have created
frustration anri poor morale among m * faculty.
31 has been the policy of the teachers' association to atterr.nt to
\sork with the superintendent and school committee to
ameliorate the deteriorating educational climate at Quabbin
/1’hc committee arid its executive officer, however, have refused
to act on (he teachers’ association's suggestions and grievances.
Conseijuentlv. ih - Quabbin Regional Teachers' Association
feels r, moral obligation no? only to inform the public of its
feelings hut also to take legal action ar.vnst the superintendent
and the Quabbin Regional School C, n-uiPor.
Q1 bV.’RTM 'I’KAf TIERS' ASSOCIATION’
* a •: •• -rw::iwv'crwww
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BARF.E — The unfair labor
practice suit filed by the
Quabbin Regional Teachers’
Association (QRTA1 against
the Quabbin Regional School
Committee has been dis-
missed by the state Labor Re-
lations Commission.
Teachers and the school
board had presented informa-
tion on their negotiations dis-
pute to a commission exam-
iner, but the petition had not
reached the stage of a formal
commission hearing.
The QRTA filed the petition
Oct, 12, arid teachers met Oct.
‘2h and the school board Oct.
29 with ?n examiner for the
labor Relations Commission.
The commission dismissed
the care Dec 12, and the
school board learned of the
action Dec. 17. according to a
release yesterday.
In light of the commission's
action.' the school board has
asked the QRTA to resume
contract negotiations.
Teachers and toe senool
board suspended bargaining
Rev. 22 pending the outcome
of the unfair labor practice
suit.
The QRTA charged in the
suit the school board "inter-
fered with, restrained and
coerced . . • its ompmyc'S in
the exercise of their rignts
/’ provided in the section
in collective bargaining in the
State’s gene a! laws.
Tc ach c rs ..'.so said the
School Commutee interfered
with “the formation, existence
and administration” of me
teachers’ association: failed
to bargain in good Lith. and
‘unilaterally and unlawful!
y
removed from the bargaining
unit positions and employes
whose existence and com-
pensation was included in a
collective bargaining agree-
ment jointly ratified in Febru-
ary of 1971 . . .”
The school board denied ail
the cnarges.
The school board and teach-
ers nave rattened contract
agreement only on s,.Lucs
for this scho. : '.ear. Their Lst
contract e>. .red June JO,
1971.
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BARRS — Corridcn F.
Trask Jr., Superintendent of
Quabbir. Regional Junior-
Senior High School, has re-
ceived the support of the
school’s three other adminis-
trators in the wake of an at-
tack on 'Trask by the school’s
Teachers Association.
• Defending Trask against
last week’s vote of “no con-
fidence” by the association
are Kent F. Bailey, principal;
Donald R. Finley, assistant
principal: and Paul F. Alien,
junior high school learning
manager.
a ideate Friday by . the
are fortunate beyond realiza-
tion to have the benefit of Mr.
Trask’s sincere ard unselfish
dedication toward the im-
provement of tiie total educa-
tional program.”
Trask has previously
termed the association’s ac-
tion a ‘‘generalization’' ar.d
said it is ’ ver> difficult to re-
spond intelligently" to it.
The association, which has
formerly scored too adminis-
tration and school practices at
two other times recently, also
"/•hi
said teachers would not seek
a salary increase in the next
contract and suggested that
the administrators tm.e a 10
per cent cut in nay.
Trask responded that he
would take the cut if the
teachers will. He said ?. cut in
the administrators’ salaries
amounts to very little com-
pered to what a teachers’ cut
would mean.
Baiiev said Friday he
had "no comment” on this
part of the issue.
three said;
“Every coin has two sides
and the administrators of the
Quabbin Regional School Dis-
trict. wish to make known to
Mr.. Con ’don F. Trask Jr.
that they extend their unani-
mous vote of confidence in
him as an individual and as
superintendent.”
. “The citizens, .students, and
staff of ins Quaohm district
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ol^ P|\c QUa ^t'in Re- posals to work with to the ncxtl Matthew McCann of Worm*gional School Committee and:bargahtnq session, set for 7:3oL- " . . °rccs ‘
thi*» fi»aphrrc siccnr>in 4l/M« r*n.
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School Committee, sug-
he teachers association contin-ip.m. Nov. 15 in the inch school!
,
ued their review of the 19GS-71j library.
' L;c
contiact
-<ist night in bargain-j The School Committee and!
&
cst^d a thrcc*year contract
ing i°r a new contract teachers have not vet deter- 1 with the salary schedule to heihe two scies reached no mined which years tbe contract- reconsidered each vear.
agreements on contract items 1 will cover. Their
but agreed to bring written pro-1 expired June 30
iaut coins act
: Eugene Caillc. a Massachu-
setts Teachers Association tes>
i
|
resentative negotiating for the
i teachers, said that if they
i agreed tc a three-year contract,
other items such os sick leave,
working hours and insurance
benefits also should be r.cgo-
|
tinted on a yearly basis.
The two sides also discussed
procedures for negotiations,
grievances, the school calendar,
teacher assignments and teach-
ing hours a workload.
Cable asked to hold that, part
of the contract that says teach-
ers must attend school for Vio
days a school year, because the
state law which sets that min-
imum docs not stipulate that
teachers be present. Tie law
says only that school must be
open. Caille said.
Object to Guidance Duty
[
He said the teachers might
propose a SO-dr-y work year,
.with the other iiO days spent
getting training to qualify tor
[guidance work.
j Quabbin teachers have h'en
assigned guidance duties the
past two years and have pro-
tested, saving they arc noi qual-
ified
Discussion on teaching hours
•was limited because Caille said
|the School Committee has bro*
jkuTi its contract in that respect.
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Discussion of Guidance Prcbkn
At Qnubbin Brinas
*uc'
iVo .A IK!iEasy Answer
t? “ , • No ou'“ ***» •« ^
learned there «. n0 “gCl"; 'l;‘; 1
n 1 a tn n.»,ip o! tee, similar |sMm program be
clWKtf aMncrs to Vbta'ie™
“ H5*‘
:
Rprnnnai Kiaii •, ,
t-
-
3 ,0,ce ' oie determined. not based on a modes, bu: on
aS^roblems
S
I’
5 g3
L
herlRS wouW remain irt needs of Quabbin students.
'
*
.
[the auditorium and discuss thei
The guidance program has! matter there-
come under criticism iatelvi
from a group of students calim’° : r Answers
itself the student union and!
In re P l>' to questions asked byi cause u was fou -
n
-
fJ unsuitable
0 The old guidance program'
was evaluated by the adminis-
tration and was chanced oe
:rom the Quabbin Regional
Teachers' Association.
j
The lack of qualified guidance
:he parents’ association, Trask i O The state rccomrr.er.ria-
ioted that: itions for guidance programs a;
c
•2 Some .Hmi nistration; ;1(>vv undergoing changes, and
personnel was criucizert be
*" a ^’? :
r
'f
r,op
" J“
^taneiaids wills abar-
tCi-ciucg personnel involved in coned.
,
1 0 A teacher turnover of 15
-elor is expected toi teachers about 33 per cert of
students, and the teachers'
sociaticn charged the program,
"J ‘'.V'com"'
is in opposition to the state: ‘“Anu,,
. A v.
.
-pend about 100 hours a rear m the stnf; has ivh • 0 - m o-Board oi indication recomnicn- A ,
. j„ . • , u -'
cations, and oiso takes
front class time.
The special session
iWOVj
advising students
Principal Kent
over-ali
‘the guidance program, bar. it is
Bailey, undetermined >f tiva effect is
T, j !
directs the l guidance! positive or negative.
» w certified by I TrS?'Taif
.os-... ctficia.s, t..uCat.,a. hf. s;ale jn guidance and the made aware of such thinas as
students from tne Quahbin
;state dot5 njt rcquiro thd: , c preii!ni,,r, co[;t? ,e exa:n5 ani
rnemobT c 0 anr.ee 3une. Iutrd-!^
cert
;-
10cj. Also none oi the more information is reaching
wuck, Oakham, and Hubbads-,
pWSons in lhe pf0gram are cer-mmdents.
i,0Q
‘ | tified by the state. i In reply to a question, Trask
21 Goeshop.i q q-;ie teachers’ training as said the program changed be-
A recently-formed Quabbin- counselors depends on their own- cause the old one was not sat: :
-
District Parents’ Association .experience and training as: factory and the School Com-'
presented a list of 21 questions: tcacners. i mitten had been ic'd to keep:
about the program. All ques-' o Students are matched: costs down. He said money was
tions were answered, but rot all with counselors when the teach-.?, secondary factor,
answers were definite. -ers decide what grade and area; Trask said there is some!
Supi. Ccrridon F. Trask they wish to advise. i problem with the present pro-:
presented a brief outline of the: o Guidance bv teachers gram now because teachers
i
with classroom: wr-re not sure of what wasguidance program and its goats, roses intoacre
He said 'that SO per cent of instruction and preparation, but needed o? thorn, r-r.ci more time:
Quabbin graduates would be it is a matter of which is more \ :- needed to implement the pro-:
able to express confidence in i important and this is not. easily: gram than th? administration!
making decisions regarding per-i determined. originally figured,
sor.a! problems and would know) a Both aptitude and V«hc-a asked what was etc-
iron: experience how to use a' achievement tests arc availabiejpected of teachers as conn-!
varied Set of resources to help. to the students. |se!ors. Trask said there is a!
make their decisions. This is © Guidance counseling is i list, including knowing what|
based on six years of guidance not done on a voluntary basis, services arc available for sfu-'
counsclio 7 front et idc 7 to 12. o The spring movement -ierd e n t s . nolping students m
oarent involvement failed be-; course Selections, explaining tousThe gathering , ,
.
.
nwd to h ive a brief quest 'Onicauso of poor parental response parents what help is avai.unie
inland because of a Change in- and na ming with the stuue:
"three do six times' a year.' ;
and answer session, mc-.-t
jrfnrji • groups 'for further dis-'schqol philosophy,.
• r
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BARRE - The Quabbin Re-
gional District School Com-
mittee has “endorsed and en-
couraged'’ an economic in-
vestigation of the tour district
towns by ?. team of University
of Massachusetts business ad-
ministration students. The town’s
are Barrc. Hubberdston, Hard-
Kick and Oakham.
School Supt. Corridcn F.
T r a s k presented committee
members with a 1072 prelimi-
nary budget amounting to Sh-
372,327. Tito proposed budget.
Showing a $74,000 increase over
last year’s figure, was not dis-
cussed. however.
The remainder of the meeting
was held in closed session with
‘the committee discussing "an
emergency transportation prob-
lem in tiie town of Hubba: chiton
affecting service to the regional
as well as the elementary
school.’
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BARRE — The Quabbin Re-’staffing and guidance, os theyf The QR'i'A statement contin-
gional Teachers’ Association i are being implemented, are cost-mcd. "If teachers -Acre to accept
(ORTA) and the Quabbin Re-dy, a duplication- of effort in the contract working provisions
gior.al School Committee last many areas, subjects teachers -as the Soho ! Committee has
night mutually broke off con- to questionable liability and been presenting them. v.s? wcuii
tract negotiations after reaching greatly weakens the instruct ir. fact be used as a mears for
an impasse on working condi- lions l process.” furthering and extending tb
rt
rions.
I
The contract negotiations ore Above programs where part of
,the true costs are. v.e believe.Tn a statement, the QRTAuor this >'ea' and the next
said the matter is "pending out-l^neol year.
..
hidden under areas such as in-
icovnc of prohibitive labor prac-: u ‘e guidance piogiam m.s „
itices filed against the Schooli«>me under criticism in
the^uuction.
.
!Committee bv the QRTA, or a ; Past few months by teachers, a, It conlcuaed. 'the Q.u.* oe-
jdecision from the slate Board of S^u? b >’ stuaents, and some ye ,os t ;13t much of the Quabbin
[Arbitration and Conciliation.” i parents. A special meeting x as budget increase has not been
1
,
held recently bv the acimimstra-
, _
• t b c» statement continued ! i u „ a ,due to tCacliftt SiriLsri-o*4 it e Mdi..iuuu iuMi.utu,,j.0n cx’pian the guidance pro--
.
.
i"The QRTA's position is thatigvam to the Quabbin area par-: rather to non-instructional or
Ithe Drograms of differentiated ,ents. | administrative costs.
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' thf dUtiT Motion. b« many «taa!or< re.;,,. much «w» e.nr-.v, or
»*.;•' !rom 'nstr“cu™!' 1 M».
-Ml- tlw educational inefficiency nnicniriilne ’facners said the "pro- of nrli rt separation,"
S’anis of differentiated staffing
, said.
JASK0V1AJC '
rcr Bureau
icion F. Trask
t of the Quah-
hool District
‘sterday in de
guidance pro-
.Junior-Senior
matter which
cot roversv ir.
\ pared state-
his stand on
ii has brought
inks from ‘he
T-r.nehers' As
brought an
m some stu-
•C' pwed at ?.
Nov. 2.
the teachers
>ard broke off Trask said. “Even if the agencies . . . agencies or re-
tions Monday school svstern couid afford one 50UICC Persons who have the ex-
it impasse on orofessionai counselor for e. erv
ns. A Q1ITA 59 students, it would be the
sid the matter wrong approach to good guid-
me of oroivbi- ance services. ,f
me react. e: reepon-
Task.sibilities ’or advising a 3 van
ord guidance, as they are being
i Trask said the new program-are being -
*
'
c C0S
VV ’ a du- |
s ^ased in the fundamental be- mere a te nion to ir e
* “• nwny;^ that every single student... career exploration •
. inn ;•
^ject v-.achers to ques- should experience a well-slme- planning and part .
“
'.yy
.
u * 0ll“y S!,<1 S:
;
eH ’ ! > ?urecl program of guidance that sion-making a d t
•eanened the instructional pro- has them using a network of re into ’he instructional c-mient
l '
"
J sources in the school .;i'd par- and teaching met
Trask said in his statement ticular y out in the broader Trask provided a rev.-: - of a
that “ Much of the controversy community.- three-year Co'.un •
ar.d confusion being generated He said it does not eliminate study which sevs. in 03. : •..v.from the contprer.ensive the nc-vd for "specialized c-ouit- "the 6i)-ye ir-o.d scuooi" ;... ..1
changes taking place has Seling-’ or 'spectalizco service; movement r.;.s ^ ...cs
come from tee. false impression for the variety of handicaps its gojis."
that classroom teachers have • • But. tie said, even these- The report said. '"Con:,.-».'r.r.>
been asked to pick up the re- problems can be better met "by cornu improve their r
e
sponsibijlties of two professional ‘'iikuig a strong referral agency ness by using group •e l.i.n;uces.
counselors cut from the staff ir. up with the ever increasing r.ei- w-ienever possible, .r.wjr of
the spring of 1970. ’ work of specialized community the traditional ond-to-one con-
’s tiled against
mtt.ee bv rvj
"Onr
t tikes ,v
viv; ?t sv.iuius mis-
hav- m.*da in edu-.w
0:1 *ron' :.;t' iv r 1’ A low gc-d: r.ce jilr
'll:; tlOn and • mo ~c'-n Z :crviccs in dev0 lf.il
-r-i ; ' •
•
r.c as a seaa:
'3 il rre-
Sicis Sv.-.TW
;
Vein! \t om :he iv i-lfti ';':!!
ran t'Oru 1 •i »* > i” vur - hi-
1'
0 ir r.ot
al vt:v, ;;..irn’ only has been .? ccs-tiy separa
tact with inaividu.ii stucc.ns
'
The repot’ calls on co m>ci.;rs
pertisc to provide help. ’ to look to their co.w 1 .ues mr
Trask said, however, tlrat assistance ar.d says. * unless
I
many, if not most'" of the 1 counselors can work wi.h ana
I
'decisions’ that the msiorky nf through the teach: mt sun:.
students face are withm the have little prospect cr m.> nr.g
scope of "any well traineu-mure than <- rnaigv-t! rr.ot-
eachcr to handle in the c>;pac- lion to 1..- student body. ' ac-
•y of 2:1 advisor " He said. cording to the . eview -- pub-
-.hv-e •e.viiors should decide lichen m ‘Education i. S \ " by
ii n additional help is needed, .me National Scht ol P lblic R a
T; ask 2«;d :h».* association is lions As>ociation.
.correct in that teaciiers should ---
jnot be expected to be "coun-l
jsolors." if it means "speoniized
j
counseling.”
|
But, he su’d, ‘Good fer-chers
have always been good cour.-j,
so lors in nwtrbrs of normal de-!
1
cision making prc».-essev and
have willingly inv* s-v<1 'ime-
and energy mio helping otu-’
.dents . .
.”
i Trask said the "new r.vpha-
I sis” at ‘•ic-O" p ia.ee i
hlS
> 4 - * r «
w,/vjv ^vvuikij sd/U^tllC
v
fcstahlisliril January 1, iSf*;.
Fnjblith*flbyth*worC*ittrT*ieaf*ru!.^«.«
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Guidance counselling. a relatively
new service in public school education,
appears to be the main obstacle in con-
tract talks between the Quabbin Re-
gional School Committee and the
Quabbin Regional Teachers' Associ-
ation. Unfortunately the obstacle has
reached such proportions the talks
have beta temporarily broken off.
The committee has set up a plan in
which teachers would take over guid-
ance work. There would be no guid-
ance counsellors especially trained tor
the work and exclusively assigned to
the work.
The teachers have some strong ar-
guments in their favor in this matter
Guidance with any real hone fn- a
fuccrr-sful program cannot be a ns*-
hazard effort. The young pe«p> •' ho
need and .-'nek guidance put their fu-
tures r> r> the line when tiicv ? - < aa-dc**
? i,d expect to follow 0-
'-
- i mder-
standing of a pupil s qualifier, f. and
needs could enuso iv isdi. cctinn that
might advcrso'iv effort an entire life-
time. At the least faulty counselling _
threatens a detour costly in time and
personal development.
There was a time, when guidance
work was in its initial stares, when
teachers — often unsuccessful teachers
— were shunted into the field. Since
then, counselling has become highly
professional. I + is of crucial importance
to high school graduates.
Most persons who have admired
Quabbin Regional — and there are
mrnv — tend to worry about the
teacher-guidance counsellor arrange-
ment.
If the school committee locks faith
ir. guidance, or feels it is costly beyond
its worth, perhan.s it should he aban-
doned — although that would fly in
the face of runs' modern educational
precepts which move toward more
guidance, not less. But poor guidance
is worse than none
If the committee beiievpy that
guidance -is worthwhile. its members
must also believe tt shouhl he don®
well In that ra.--\ trained, full-time
counselors ought <o be assigned to so
vital a face-, of modern education
.
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BARRE — The Quabbin Re jcr-advisor functions." rcc om-ldcpmtmcnt to drop r. major
gional School Committee has di- mending instead four certified! part of us elective and mini-
reeled School Sunt. Corridon F [guidance specialists to world course program.
Trask to meet with faculty rep-i
*** ,;,e <* *
.
C ' •* « ? r ««• ?»*••»
‘ ance department — one of these! within the classroom is already
resetuatives m an attempt to
=pocinlists serving in the capuc-an integral part of the tcac ers
reach a consensus cn a guici- ity of a department head. approach to instruction. That
ance program recommendation, i The teachers group also! phase of guidance should be dis-i
• That request followed an sought freedom for the depart-' tinct from pupii personnel scrv-i
jho u r-long exchange bctwceiv me:,t t0 dcvei°P a *8JS Slices/’nnrp service tnr Quahhin <ri-' i n-
dents.
[Tre.sk and the teachers at
[Thursday’s board meeting after- Trasks's
[which one board member liken- wouln have
sed himself to an observer in a services
a ce fo bb stu ; The committee has asked
Trask to present at the next'
recommendation! meeting a po Lr proposal that 1
a pupil personnel would allow students, partieula-*
coordinator working rv seniors, who have mwe-i
;v;ar zone.
wun specialists and staff ir. car- 1 tram the four-town school .its-
-
,
rving out the school's guidance- triet. the option of comnie'ir.g
Representatives of the *»»^kcs Trasl, 3aid fchis re ,;. ,;,c Sc ,„„i war as t:,V c.oo
jOin Regional Teachers Associ- r>mmendation was based pri- may be. graduating from Qu o-
;ation (QRTAt and a spokesman marily on cost. bin.
for the school's Learning Coor- Bruce Crowder, u Quabbin The committee anpr red a
dinator Council told board ^acher explained to the wo-riay Outing Cub trip *«r
,
.. „ • ,
committee that manv tcac.iers April vacation. ih? Outing v.' in
,me.iibo,-s the superintendent
ha3 ?liin„c cl nUlit-; tnp tier;
..h&d misiept escaped o. cii rcc- loncis cuid thcit s 1
3
1 1 cut- c soc.ioi. ct ihc lor.
3
.»* in
lommendations for Pupil Person- backs have forced the English, Vermont.
°*
| ne; Srvices tPPS; At Quabbin.'
(guidance is included within the
jpPS program.
i Trask said his proposed
[changes for guidance emanated
'for the most part from the j
'school staff. Teachers said the:
opposite was true.
The teachers estimated mat*
under Trask's plan -- alterna-
tive for guidance — uc to 16
teachers would be engaged in a
nonteacliin? function outside of
the classroom t'er 31 one
period daily.
A statement presented the
committee by the QBTA said.
“The Quabbin Regional Teach-
ers* Association lias been con-
sistently i ejecting the concept
o? a teachcr-aa\ isor fa guiJ-
ance role designation > for two-
und a half year; — that
r,,
-mg-
the reason for no settlement
cfj
a 1071-7/. teachers contract
The teacher -, called for art im-,
mediate moratorium on “tench-!
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BARKS — Quabbin Region-
aKSchooi Conin5kt.ee has ap-
proved major changes in its
guidance program by author-
ising hiring two sc.iool coun-
selors by Aug. 1.
The committee also voted to
eliminate ror the 1972-73
school year the positions
known as teacher-advisers.
The teacher-adviser posi-
tions have been -criticized by
the Quabbin Regional Teach-
ers Association which stated
earlier this month the posi-
tions are “the main reason
for no contract settlement for
1971-72.”
The guidance program at
the school has been criticized
£Ve n t i :
O
"
r/i * ti<a u — '//•Z'f
council comprised o' parents. Mrs. Marcia Johnson r
staff, students, residents and
school board members. Tire
council was recommended bv
Trask.
Closed-Door Sessions
The board heid five closed
door sessions lost, night.
A nine-minute closed door
session was with Mrs. Lois
Morteil. president ot Quabbin
District Parents’ Association.
S k e presented results of
teachers’ response to a survey
conducted by the parents. Stu-
dent and parent response? to
the survey of the school have
already been made public.
Mrs. Morteil said the par-
ents group will meet tonight
to discuss the results.
Another elosed-door session,
for 12 minutes, was held to
by teachers, parents and stu- discuss an appeal of the ?us-
dents.
The regional board aiso
voted last night to establish a
position of head counselor and
maintain the existing position
of school psychologist
The recominenckiL'ens were
made by Supt. Corridon F.
Trask Jr., and included sug-
gested salary schedules for
the psychologist, head coun-
selor and school counselors.
The committee decided the
proposed pry schedule should
be discussed behind closed
doors. The proposal u;-s tor
13 per rent extra pay lor the
he3<! counselor.. 12 per oe.it
more for the psycnolo?.::*'. and
10 per cent more :o-- live coun-
The committee also vntea to
establish a guidance advisory
pension of a student.
A third closed-door session of
17 minute.? was heid to dis-
cuss a candidate for the pos-
sible position of Naval Junior
Reserve Officer Training
Corps assistant.
A fourth close. -door session
for eight minutes was to dis-
cuss a student request.
A fifth of five minutes was
to discuss staff and special
graduation conditions.
No results were mode avail-
able on any of the closed door
sessions.
Student Roques! s
The. committee denied two
Student Council requests, bit
approved a third.
A request for a smoking
area at the school was denied.
noved
it be bcr.iec because the c/.r-
miuee neither authorizes nor
condones students smoking on
school property.
The committee also denied
a request to allow seniors to
report to sc mol for second pe-
riod class if firs: orr: d wa> a
study: that would allow stu-
dents to leave school car’v u'
the last class was a study
:
and would allow a student
leave a stuay hall at any rrne
r. s iocg as he reported to ms
next class on time.
Committee members s. id
the proposal needs a more ce-
ta ited presentatioti.
The committee granted a
Student Council request that
seniors be allowed to drive
cars to school. The committee
granted the request on 3 trial
basis for the rest of ike sciiooi
year.
Permits would be fir?:
granted to seniors who wor*
after school. Seniors would :; u
pervise the oriviiegc and vu
iutions would be reported to
the Student Council which
would recommend to the ad-
ministration action to be tak-
en.
Kent K. Bailey, principal,
recommended there first be
meeting with parents of sen-
iors before the privilege takes
efiecL
The committee will meat at
7:30 p.m. Thursday to discus?
o leadership proposal presum-
ed bv Trask. TI e proposal
would eliminate t ;,e learning
coordinator positions anti es-
tablish 32 department brad
positions, among ether items.
U6U
0Juahbm Cuts Posts,
iMirfl I name-Gint'c
* a it & \fi \*s* V Ui’ 4 ( ui V 4 V/ * «m)
Requests Denied
A request fur a smoking area
at the school was dented, as,
was a request which svouid a!-.
BARRE - The Quabbin Re-
j
for the psychologist, and 10 per loW •scnbrs 10 rrP°*
t0
fr:
00
,
1,
ional School Committee has i cent more for the counselors. tor soCOI.1(1 period
cijss u .m.
• /t .
•
.
.
. ocriod was a study. Tnat wood
uthor zed burnt two sc,
>
001
!
,lem by ,„m a;io>v node,its io tove wrly if
oui.so.vrs oy Aug. 1 and to On a niot«on bv Mrs. Marcia last class was a study, ar.d
liminate for the 1972 73 school Johnson, the various rccommetv would allow a student tc leave a
'ear the positions of teacher-ad- 'dations were taken item by study halt at any tine as long
users and also of learning coor- jtem. as he reported to h.s next c...ss
linators. ! As recommended by Trask, an time.
the committee voted to estab-The t e a c h e r-adviser and,
eainitig-cocrdir.amr positions
c j| Wouid be comprised ol
iave come under criticism by* staff, students, residents, and
:he Quabbin Regional Teachers school board members.
Association, parents and stu- The school board held live
dents. closed-door seSiions..
The regional committee \ nine-minute closed door sc-:
The committee granted a Stu-
ish a guidance advisorv coun dent Council request mu.
>e.i-
iors be allowed to drive cats to
school. The privilege will be or.
a trial basis tor the remainder
o t the year.
Principal Kent I . Bailey rec-
ommenced first there oe a
meeting with parents of seniors
,
before the privilege takes ef-
fect.
The committee scheduled an-
other meeting tor 7:30 p.m.
Thursday to discuss a lead-
ership proposal by Trask, i- e
would establish t‘2 oc-
Ihursdav night also voted to es- sion was held with Mrs. Lois
tablish h position ol head ccttn- Morteil president of the Quab-
sclor and maintain the existing bin District Parents' Assoco
position of School psychologist, trtion She presented the results
Supt. Corrldon F. Trask Jr. of teaches' responses to a sur
made the recommendations and'vey conducted by the parents
included suggested salary group. Student and parent re-
schedules. The committee de-.sponses to the survey of the
cided the proposed pay schedule school have already been made
should be discussed behind public.
closed doors.
,
Another closed-door session
The proposal was for 15 per for 42 minutes was held to ms-,
cent extra pay for the head cuss an appeal of the suspen-;
counselor, 12 per cent more pay i sion of a student.
i A third closerl-door session of
17 minutes was held to discuss
a candidate for the possible
position of Nat a! Junior Re-
serve Officer Training Corps
assistant.
A fourth dosed -door session;
of eight minutes was held to*
discuss a request by a student,
and parents.
A. fifth closed-doer scssior o;
five minutes was held to discuss
staff and special graduation,
conditions. i
No results of any of the;
closed-door sessions were made
available.
The committee denied two
student-council requests but ap-
proved a third
proposal Wihuu
parturient head positions, among
other things.
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BARRE — Teacher: have teachers considered assist
given low marks to the ad-
ministration at Quabbin Re-
gie n a 1 Junior-Senior Hied
,
School in response to a ques-
tionnaire by the Quabbin Dis-
trict Parents' Association.
In response to 52 question-
naires sent out. 49 were re-
turned with the teachers’ an-
swers to 13 questions. Teach-
ers were given a choice of six
replies, ranging from ‘‘ex-
cellent” to ‘'failure” and to
“don’t know” or “no answer.”
Tine survey results, along
with eight pages of comment,
were presented Thursday
night to the regional School
‘ Committee.
Rated low by teacher was
communication between the
administration and teachers.
But teacncrs were almost
evenly divided on their opin-
ion of assistance from depart-
ment heads.
In reply to a question of
how effectively “in -school ad-
ministration” assists with dis-
cipline. 10 junior high teacn-
crs rated it either “excellent”
or “good.”
However, 33 senior high
VJCr Qa&X
with discipline from “aver-
age” to "failure." T e aver-
age rating was checked hv 12
teachers, while 22 considered
it poor, and five labeled it a
failure.
T w o teachers rated ?.s
“good " evaluation of teacr.ers
by the principal. Five teach-
ers considered tee evaluation
average while 1] said u was
poor, and 12 thmicht it a fa-
vor. Only one teacher checked
the “don’t know or r.o an-
swer” category.
The teacher aide urogram
received overwhelming posi-
tive support as 13 teachers
considered it excellent and 17
rated it good. Nine teachers
said the program was aver-
age and only three rated it
poor.
The parents’ grout) noted
many comments "had to do
with low morale among teach-
ers and the lack of trust be-
tween the teachers and the
administration.”
Previous replies to question-
naires answered bv students
r..-! parents ‘nave been made
public by the parents’ associ-
ation.
i
hc6
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Duhi seacnsrs L^r/e
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Teachers also rated as w r> . —• - ...
*«* Provided to new teache-s a' ••£,!
Ch,* r
?h?t7
•••. u 30 l
. T.itre was only one one smHrn . .„.n f
C
'
' "
rcsoons* each for the ‘Vv ,? .
nl
,!1 hr r*?e rr'‘ a-1
celient ’ and "good’’ categories snn
hCr
J" 5t d » far t -
f“r cwuidertd it -t
.
aS«*
.
However, 24 teachers said •!
the aid was "nnn." ...o • _ i 1 parer*s g.-nun - r . *The administration. two teachers Vine tA-„LA * ’ ?;
, ,
? “P00r
” and 17 rated m" j
w '' r'‘
” c ‘—
legionai Junior Ssn-xonsidcrcd it "avn'ra.. ” on
'15 s failure." Three checked i
' 1
' ' r
,
‘o '
iv.01 h,s received W
n
tr1trv,r - nor" 1 f» k"°" « "0 . «****•»om thp trarh^r^ I « - 4 , . “ J * 3nd box. «%• a the Iflck Ol r**«jo Sr*
e to 52 Question-
!t as a “failure." Teachers were almost B •
c
“
;
rrn teachers and *he -,d-
•tit by the Quabbin J“ che" 0Wrv' hclmin - --- — - u.„r „pinwn ,>.
ms’ Association. 49 J.'.
1 '‘ n /"c teacricr aide pro- of assistance from fellow reach m
11 r.i:«s .
at the school. A torsi of 13 efs. their department heads \
teachers rated it
-excellent" total of 10 teachers rated this
„
"good.’’ Nine sssistance as •‘exceiler.t" whit^i
f ‘ 3rents Association
-”
per-!'
C" thf' c;
-ly sup- fcct-ly divided on thei onirio
,n
:
nis rat!0n
J - - r — mio . Previous resp«n=es to m-s
I’^naires by students ar-j * =
sjiad been rnarje nnbiic bv
an.-5.i5.ii, raut>in^
,
distanc l nt’’ whilei'
ent” to "failure” ^
C“e
f(
s CORSI*red the pro- another 10 checked the "no an-
tow Of no answer
’’!”"an
? .
l ‘
aV£?r>:i ?e ” 2nd only three SUei‘" box. Eight teachers con-
rated it "poor.” sidered this assistance "good”
-
Two other areas which had a Sevcn s»id it was a "fail-
ts, were presented P* 5dominateiy "average” to
^ rc
'
.
of "average”
o.ta! School Com- 1 P001
'
’ response were the esie-
' r‘
t
5
.
°-v s ' x teachers,
day nicht. pries of promotion of teachers
.\
v “ 1
'.f
seVen considered it
ommunications be-''°.v sbiiity and the pay scale. i^
c
' r
-
idministration and On the promotion Question. m^r»tLdcfens€ b;
’ the ad*
s rated low. the five teachers rated it '"good.” S'f‘ ?' .."
as
..
!?tH
? also almost even- while eight said it was ;,avC >-- .-T. ?,°°
r by Ir" 5r:d a
1 tnnir- r.pit. «. - .... *i _...j m . .. **iUre ... teachers.
wcrod tr.« l> que
;rs were given six -
swers,
'
ngi g / 1 raterJ ,r
;
cr er,
s cf tlie survey
gi'it pages of tcacn-
1 their opinions of age.” and 10 thought it “poor” ~
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:rom department: Nine teachers considered it a
th
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:
' failure. ” .
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27 teachers ’atea
pnn-‘
Tien
ci
faculty to higher admims-i
ton the pay rate, two resnond- tration was caroW u
,!1 W5ttt 5“ Princt. pr/s r, t^ it * *good ,” while 10 5 S00d b"|
5 j-°0r y ” ‘'-e ?!x labeled it “average.’* and 32 re-
>^i jma eight con- spnndcd it .lV„ .. poor - Four ' —
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'e ' he ’,elV teachers considered it a “fail-idered tne commu-
u „,
••
a question of how- A nor
‘
: ti,e comm?nts offcrcd
te “in school ad . b -v tcac ‘
n
-Prs
- one stated. "The
assists with dis- rcaCners 2t Quabbin do not re-
il of 10 teachers in sont char‘Se - th°y welcome it.,
gh answered the Thc -v d.° j f in their ciassrcoms.1
said it was either ““w did ! - "bcn had staff;
r ••p-ood.” ,rd funds for it. But change'
r
,
35 senior Lh^t is in, posed anc. not piatmed
d it from “aver- f,)r cann-'u o« tclcratcd hy pro 1
aver- sessional U,;. iking people. Espe-I
kd *ave it.' .» i v * Pi
lure.” The “ thin po
was given bv 12 vialiv wtiers tr.at c - 1 1 .0 e ;s
]e 22 considered it nought to ho de--:nn tal to a
five labeled it a suricm's education and the stu-
dent as a person.”
n Regional Teach-, Anther teacher, while ex-
on has .n the past p cssmg a desire to remain at
i.ii'.s - j'.'Ut itiade Thn school and in the commu-
ic at th? school, jnity noted he found it “diffi-
of teachers by the, cult’ to function in an atrr.os-
: rated “good” by pher.? of "mistrust, unciear edu-
‘
us while five con- cation goals (if T ore are nnv
•r\
;J it said jt goal.-, for the students of Quab-
si.ri 17 thought it a.nim and where me program,
nly one teacher, curruculum. and general oper-
•‘don’i. kr.ow or no at ion of the* fvbooi are in a con-
f;v)ry. jstant state of turmoil.” i
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CHARD H. JASKOVIAK something in excess of CO
The Ever.irnj Ga:e?;e nigt.: meetings a ienr and
spencer Bureau otherwise has no tree time for
“personal or community life.”
He said his resignation dors
SHE -- Supt. Corridon
task Jr. has submitted
signation to the Quabbin
nai Sc’nool District Com-
e, effective August of
year, hut with the concii-
hc be ‘allowed to accept
pportunity in the mean-
if one presents itself.
: resignation was dis-
ci between Trask and the
i in an executive session
it hour and a half last
.
Ine ciscussion ana the
nation v.ere not revealed
night.
ither would Trask reveal
iiscusstcn. But this mom-
in answer to a direct,
tion, he did reveal the
of the resignation,
ask's contmct will expire
tugust of nex^ycar. He
his move came after
? “realistic appraisal”
in the Inst couple of
net necessarily involve the
controversy which has sur-
rounded the school and the
administration of late — this
controversy most recertiy
fanned by a poll of tpachers
by a new parents group. The
poll showed teacr.ers’ dis-
atis taction with the adminis-
tration.
Trask said he has asked the
committee for the freedom to
look for a new position in the
next year and a half and to
accept one without feeling
that he is violating the coa
tract.
Trask said he lies to be cor.
earned with his personal life
as well as that cl me Quanbiu
.
I,
community.
Trask sJci last tv .Tit's cxcc
utive session ir.voiwd "fr-
handed discussion'’ and air
clearing.”
: said it became evident
:im that “there was little
ice" of his remaining at
post longer than next year
iuse cf the “work load
Ived. He said, as head cf
Quabbin district and the
-town school union, he has
I£ f * V/m/??-.« '
' rasa Resignation
Submitted in Sane
BARRE Supt. Co, lido,, F.jc.iusc of the
-,vork loud- j„.
T.a.-k Jr. ilas sub,UlUcd his res-. solved. He said, as head of the
'f
““’• effective August, 1573.ifour.town reSion and district, he
“ SU|>'' ,nlendcn ‘ of Qdftbbinjhas sornethiuj in excess of 50
l-cftional Junta-Senior High|ni3h, meetings a year and ot.V
s-'Ctiocl and the four-town School jerwisc has no free time for
Unj0" 63 ' (“personal or community life.'’
irask has also asked in the, He said these conditions were
letter of resignation that he be 1° have been improved, but
free
. to pursue other emplov- have not been,
jment during the next year and He Sa^ the resignation does
(a half and accept such emplov- 1101 ^cessarily involve the con-
i ment if it presents itself.
'
'
:^
V£rS
f,?‘
ch
,
hM grounded
j
Tne Quab.jin Regional District tration of late — tins con-
j School. Committee has. in effect.. u-oversy most recently fanned
raKen •ctte *' tmder advise- bv a poll of teachers by a new-
meni,- .cask said. Ty-formed parents group. The
j
August of next year is set as poll showed dissatisfaction of the
jthe resignation date because teachers with the adminis-
jthat is wlien Trask’s current tration.
(
contr?ct expires.
| Trask said he has reached the
! 'Asked Permission Point
’vhci'e ho has be con-
i ... ...... ..
ccmed with his personal life as
,
liask said he "asked the
,ve!l as that of thc Quabbin(permission to pursue otner cm- community
iployment in the meantime be-
j T .. ....
cause he docs not wore to vio- ,
“
,0
4'*f'c\ f
nd
late (he contract. i "'™, rlubbnniston.
i the resignation. was discussed! _
.
,
; between Trask and thc school Trass has been superintendent
board in an hour-nnd-a-half ex-
;
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ccutive session Thursday night.
That discussion and the resigiu-
tfon were not revealed by die
committee or Trask that night.
However. Trask did reveal,
the fact of thc resignation in an-!
jswer to a diiect question \ ester- i
(day morning. Ho did not discuss,
(the closed-door nicotine other.'
(than to soy it involved “frec-l
•handed discussion and air clcar-j
sc Hiol opened in lSd7.
ting.
j Trask so id his decision enrne
laltc-- some “'realistic appraisal
within the last two weeks.
He said it became evident to
him that “there was liitiei
.chance" ui his remaining at the)
I post longer than r.:xt >ear be-
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BARRE — The Quabbin Re-
gional School Board acting in
executive session, elected 10 de-
partment heads for the school 1
at Thursday's meeting.
The position of department
• head takes the place 01 learning
j
coordinator in the school's
j
structure.
Elected were Bruce Crowder.!
English: Glenn Stratton, social;
studies; Roberta Grandone, for-
eign languages: Barbara Fio-
rello, art: John Hansen, music:
Maurice Lctotirneau. mathemat-
ics: Richard Lyons, science:
Donald Rattier, business educa-
tion: Mary Lawlor. home eco-.
r.cmics: and Carleton Perry.;
health ar.d physical education.
<? Coordinators
Crowder. Stratton. Rafficr*
and Perry were learning coor-i
dinators at the regional junior-;
senior high school this year. |
School Supt. Corridon F.
Trask said the change retlccts a
return by the School Committee
to the structure in effect when
the school opened five years
'ago. Trask sain the move is de-
signed *o provide better service
for the teachers in each depart-
ment.
Trask presented the com-
mittee with a proposed driver
education policy and a list of 10
regula.ioi s governing the pro*,
grain which has been an exten-
sion of the school’s curivr.iiu-.ni
since the school opened. i
Poiicy 'Undo-stood'
Rent F. Bailey, princioal. ex-
plained that the policy has beenl
"understood'’ to date and that:
the regulations have been " ; n*
effect'
1
without being in written’
form.
Rental’ fee on the Hern/*
Woods Building, shared by the.
Quabbin Regional Union 63
school districts will be in-
creased from five to six thou-
sand dollars. That approval
came on a 5 to \ vote. 1
The committee authorized thei
transfer of retired teachers in-
surance from the local to the!
state level.
The board voted unanimouslyi
to discuss several items on the
: agenda including the election of
department head*, a discussion
of seniors in danger of not grad-
uating and an evaluation of the
superintendent in executive ..es-i
siort.
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'.v the Quabbm
J.tgionsl School Committee
Reeled 10 department r- ads
for the 1972-73 school year.
' '
^ position of department
’ id replaces that of •'learn-
ing coordinator.”
Elected were Bruce Crow-
der, English: Glenn Stratton
*° c,
.
a!
- studies; Roberta
Germane fore gn languages;
Barbara Fiorollo. art: j0h n
Hansen, music; Maunc? L?.
tournesu. mathematics; R !ch-
erd Lyons, science: I>nald
Haffjer, business education;
Mary Lawler, home econom-
ics; and Carloton Perry,
health 3nd physical education.’
Crowder, Stratton. Raffier
and Perry were learning coor-
dinators.
^
School fup: Corridon F.
Trask said the change reflects
* return to the structure in ef-
fect. when the school opened
;five years ago. Trask said the
r*, sn,wU
rn->ve is designed to provide
service for teachers
J‘
?
' k presented the rmn-
m.uee with a proposed driver
education policy and * Uh of
* u reStations governing the
program.
Kcra F. Bailey. principal.
^o:d the policy has been "un-
derstood ’ to dele ?.rd tha» »w e
regulations have been "in e>.
fecl”
''-hm’t being in an ao-
pioved written form.
It was incorrectly reported
in t rfday’s Evening Ga-
zette that insurance on the
rienry T>oods building had
1
been leased from five to
Six thousand dollar r t v ..
;’
le
4
rental fee on the buildi-
VaS increased bv tj r:t)
10 !cur n,e °< >h=
The beard voted unani-
mous.y to discuss <«ve’ 3 l
terns on the agenda m-
Ciuamg the election cf depart-
mem heads, a discussion of
seniors in danger c f '!>* „,.j
c and an evaluation of
tne superintendent in e>;eru-
tivc session.
i
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B A R R E _ A major
reorganization of the
administration at Quabbin Re-
gional Hich School is under-
way, calling for- the post o?
superintendent-principal and
th-ee assistant principals.
The program was approved
by a 5-3 vote of the Quabbin
Regional School Committee
Wednesday night.
School Sunt. Corridon F.
Trask said the reorganization
calls for a “team manage-
ment’' concept. Tr?.sk said he
will assume duties of superin-
tendent-principal, with a pos-
sibility he might teach on a
substitute basis or possibly
one class per day.
Trask said the assistant
principals will he Bruce Crow-
der, head o; the English de-
y’ .**‘1 *** <**I 6- Sri- ,i . 7 iv f a*A 7*7*7 7 S? F* *’* /»* A •* hA
partment, Donald Raffier.
head of business education,
and Paul Allen, junior high
school principal. Each will re-
ceive $16,000 a year total sala-
ry. which includes their teach-
ing salary' and administrative
pay for an. 11-month period.
Trask said.
He said the additional pay
beyond the normal teaching
salaries wili come from the
>13.000 paid to Principal Kent
F. Bailey, who resigned to be-
come principal of Uxbridge
High School effective Aug. 1.
Trask said there are no
plans to replace Bailey for at
least one year, which is the
trial period for the new pro-
gram. Trask said not aii of
the 519,000 will be used.
7/7/72-
Trask sa’d the total number
of people remains the same.
Under the old system was a
superintendent, p'incipai. and
two assistant principals.
Trask said tre new struc-
ture v. ill prebaniv mean a
change in his duties as Union
63 superintendent, with the
elementary principals pr. y
a civ assuming greater respon-
sibility. Union 63 includes
Havre, Hardwick, Oakham,
and Hubbards* on.
Trask said the idea of the
reorganization is to have '.he
administration directly in-
volved with the classroom ana
students.
Additional details on the
change may be presented at
an Aug. 3 meeting of the
school board.
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By HAROLD A. GUSHUS JR. :
Telegram Spencer Bureau
BARRE —
- A major reorgani-
zation of the administration at
Quabbin Regional High School
has been approved by a 5 3 vote
of the Regional School Com-
mittee.
Supt. Corridon F Trask said
the reorganization approved
Wednesday night calls for a
“team management" concept
involving the superintendent
land three assistant principals.
Tra sk said the superintend mil
will act as superintendent prin-
cipal. with the possiblity ho
j
might teach on a substitute
1 basis or possibly one class per
i day.
; . Funds Available
Trask said there will be three
assistant principals under the
“team management" concept.
They a:e Bruce Crowder. ' eac!
of the English department:
Donald Ra f ficr. head of busi-
ness education, and Paul Allen,
junior high school assistant
principal. Each veil! receive
>16.000 a year total salary, cut. He said probably the ch -
which includes their teaching mentary • * have
pay and administrative pay for assume greater rc<
an 11-month working period. Union 63 is compr f
Irask said. towns of Barre. Hardwick. Oak
Trask said the additional pay bam and Hubbarciston on the
beyond the normal teaching sal- ^^mer-tr.ry ievel.
aries will come from the S1M3C
,
T 0 hca
,
d * '
...
.. „ _
sgh sen iol will nave an sma j;
which was paid to Kent 1- . Bail- SaRt advisory ro!e ,, :hc na:; .
ey. principal, who resigned to agemc-nt team. Trask said. He
become principal of Uxbridge said tr.e counselor would b> fa
High School effective Aug. 1. miuar witn student problems in
Trask said there are no plans to ll '-e classroom,
replace Bailey for a year, which ‘ !a<rC said r be basic idea ee
would be the trial period for the hind tr.c reorganization is t
new administrative program ha v e ' l
'L‘ administration become
which may become permanent, directiv involved w’.m me class-
room and the students.
Advisory Roie The administration has ben
Trask said there will be some criticized in the past by tcac !
economic savings because not ers. parents students, and t : :
all of the >19.000 will be used. School Committee for being out
Under the oid system, there of 'touch with students ai.u
was a superintendent, principal teachers,
and two assistant principles. Trask said he and me school
The total number of adminis- hoard chairman will issue a
* tutors will remain the same, statement in a coupie of cl J v -
Trask said.
,
on how they feel the adminis
.
la addition, there will prob-. trativc change w;i aticct me
ably be a change in Trask's--school and the Quabbin commu
.duties as Union 63 superintend-; nity.
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BARRE — Supt. Corridon F. len and Donald Raffier were The committee accepted the:
Trask Jr. will remain at Quab- named associate principals. j resignation of C .triton A. Ferry.*
bin Regional Junior-senior ilisn Under the previous "teami^-bietic director and iir.ysieCil
School arc. act in a supportive 1 management" orsnnization.j^tiucalion department noad. of- 1
capacity in- the reorganization Trask tv ,ms " superiiitendent-prin-i^-dive the ena Of tap scnooi;
Ci the team management
c*oa* r^'d cth 1 • r-
y
m r.
concept of administration. ;wcre assistant principals.
;
?• rry h:.s accepted the pcsi-i
At Thursday’s meeting, the
i Despite the title change, the ' tion of physical education direci
regional committee voted unaru-: duries* of all will rem an basical- ;01 ' at- Leicester junior College.!
mously to ask 1 rusk to with- ]y unchanged from their present 1
'
draw his resignation winch wjs jobs. The title change is effec-
submiited in April 10iJ. the immediately. Salaries have
time, the committee took the yet to be determined for the
resignation under study and did: principal and associate princi-
not act cr. it again until Thurs-
:
pals.
Jay.
j
Last April. Trask submitted
As part of the reorganization; his resignation to become efi'cc-
if the "team management.'' live this August when his
Trask was named superinten- 1. present contract expries. At
dent, Bruco Crowder was 'that time, he cited the "work
named principal, and Paul Al-.!oad" involved as head of t.h c
regional school ana the four-
town school Union 63. Thai
union is comprised of the town;
of Barre, Hardwick. Hubbards
ten and Oakham.
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7 •, last. July. ‘Thai origu li . : r t
'-..vootvite px:
called for a supei-lmentieni-prin-
-• Prew* eipai and tlirse assistant princi-i
jemer..
^
organization. •
.
. The concept come after!
SypsriTitt nne«;-pr.ii-,f0lTner pnnclpai Kent Eaiiey;
a. .a ot.tor * .foe men u<
.-ko ?. so-.;iiou ini
sssistent pnrn-pal:.. Uvbrkgc ’
j
Do!! ;?, Unci'jrgeo
| T:e an.”', r-istraiive team is to
'ji’c the title change, the continue and .ttirtacr n. n.ct>,
of nil v. .1 ren sin bn cal-i'«ke “tear: c: • agemont'’ cct»-i
hm 1 from their pres nt dept, including spoiling cut the;
;
•: . • jie is ct'frc-idmi'.es of live new positions. Thai
nmeJiaUly. Su'.-xncs htt vo • ^ciK.w i board noted tro t'-vo!
v be ctetci rjp.ed for i'-.o as?ociate principals are not as-i
mi -.t'.k as>. .cir.te urittci-.sistunt principals, and two tour}
auraijiislrators wilt still work as,
the'i
A.-ml, Trask sabm.Aedi teem,
sigi ttoa to become p:fec*i Th committee acceptf.!
It: •? August when hisirDsidnatiOn o: Carlton A Ferry.;
it coatraot crpiros. .ovetraeFc director anc physical*

